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ABSTRACT
NEW PASTOR . . . NEW PLAN:
STRATEGIC PLANNING FOR HEALTH AND GROWTH
by
Alan Robinson
I was installed as the new senior pastor ofCarlisle Brethren in Christ Church in
June 1999. Prior to my arrival, the church leadership had decided to embark upon a
period of strategic planning in order to evaluate its ministries and set fiiture direction.
The church leadership and I decided to work together in a collaborative strategic plarming
process, which we termed Revision, to improve church health and stimulate church
growth. We decided to use the approach to church life and health called Natural Church
Development (NCD) as the primarymodel and description of church health.
The project at Carlisle Brethren in Christ Church involved the administration of
the NCD survey on three occasions�^before my arrival as the new senior pastor and the
commencement of the strategic planning process, three months aftermy arrival and still
before the formal commencement of the strategic planning process, and eighteen months
aftermy arrival, which was fifteen months into the strategic planning process. Following
the release of the results of the third NCD survey, the members of the Revision
Taskforce were given a survey containing four open-ended questions intended to allow
them to reflect on the planning process and the congregation's health changes.
The quantitative data fi-om the NCD surveys and the qualitative data fi-om the
final survey led to the conclusion that the arrival of a new senior pastor and the strategic
planning process had been influential in improving the congregation's health and
stimulating church growth.
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CHAPTER 1
UNDERSTANDING THE PROBLEM
The nmnber ofmichmched people in America is increasing. According to Leith
Anderson, Peter Wagner set the figme at 55 percent in 1990, while George Bama
predicted the figme would be 65 percent in 2000 (Malphms, Pouring 13). At the same
time. Win Am indicates that 80 to 85 percent of established chmches in America are
either on a plateau or in decline (1 6). Anderson comments that this is a nice way of
saying that 80 to 85 percent ofAmerica's chmches are stagnant or dying (Malphms,
Pouring 13). Lyle Schaller writes: "An average of fifty to sixty congregations in
American Protestantism choose to dissolve every week compared to perhaps five to ten
that are able and willing to redefine their role" (Create 111). Schaller also says.
The most effective single way to reach new generations is to plant new
missions. The Bible warns against pouring new wine into old wineskins.
That helps to explain why two-thirds to three-fomths of all congregations
founded before 1960 are either on a plateau in size or shrinking in
numbers. New missions represent a new wineskins' strategy (qtd. in
Frazee 11).
He fiuther comments that American church history of the nineteenth and
twentieth cenmries indicates that the most effective way to reach imchurched people is to
plant new congregations. Many denominations have embraced these lessons and have
committed themselves to extensive chmch planting programs.
What about the 350,000 Protestant congregations that already exist? Are we
simply to accept the supposedly inevitable life cycle of a congregation and allow them to
die? Or can we extend an established congregation's life cycle and stimulate renewed
health and growth through a strategic plarming process? Answers to these questions
often fall at opposite ends of a continuum.
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Neighbour represents those who are pessimistic about church revitaUzation.
Following a period ofworking with over twenty churches in a renewal process, he wrote,
1 began to ask myself a serious question: can new wine be put into old
skins? The answer is 'No!' Attempts at renewal don't work for one
reason: our Lord told us over 2,000 years ago it could not be done. Every
time we try to ignore His clear teaching, we fail. In retrospect, I could
have saved myself 24 years ofdreaming an impossible dream if I had
taken his admonition literally (92).
However, Neighbour's experience is notmiiversal. George Bama cites "examples
of churches in which a stagnant body has had new life breathed into it through a change
of direction or namre" (User 22). Examples of these old wineskins that have been
renewed include Wooddale Church in Eden Prairie, Minnesota, and Pantego Bible
Chvffch in Arlington, Texas. The story of renewal at Pantego is recorded by its senior
pastor, Randy Frazee, in The Comeback Congregation published in 1995. Lyle Schaller
v^Tote the foreword to this book. Schaller probably did not anticipate writing a foreword
to such a book when in 1972 he wrote:
Anyone seriously interested in planned social change would be well
advised to recognize two facts of life. First, despite the claims ofmany,
relatively little is known about how to achieve predictable change.
Second, much ofwhat is known will not work (The Change Agent 1 1).
No doubt birthing new churches and renewing established churches present their own
unique problems. Some may argue that birthing is easier, but this is not sufficient reason
for leaving established churches to die at the end of their life cycle without attempting
revitalization and renewal.
The concem of this project is to improve chmch health in order to stimulate
growth in an established congregation by means of a collaborative strategic planning
process and the implementation of the resulting plan. The study assumes that the health
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and consequent growth of churches, even those on a plateau or in decline, can be
positively affected through a process of collaborative strategic plarming. The study also
assumes that the dynamics and issues faced in a new pastorate impinge upon the
collaborative strategic planning process.
Background to the Project
On 1 June 1999, 1 became the new senior pastor of the Carlisle Brethren in Christ
Chvnch, Carlisle, Pennsylvania. The Brethren in Christ movement originated in
Lancaster Coimty, Pennsylvania, in the late 1780s. In the 1 860s some members moved to
the Carlisle area from Lancaster County and later from Franklin County and established a
fellowship of the Brethren in Christ. The Carlisle congregation observed the custom of
meeting in members' homes for worship services until the growth in numbers
necessitated larger facilities. In the early 1 890s, one room was rented in a local building,
and in 1 894 a church building was rented. Further relocations to rented properties
occurred in 1908 and 1912. A Sunday school was organized on 10 March 1912, with
thirty-four people in attendance, and a young people's meeting followed in 1 914. In
1919 the owner of the rented property died, and the congregation faced relocation again.
In April 1920, the congregation rented a church property on "A" street. The
opportunity to purchase the building came in 1924, and the growing congregation took a
giant step of faith and courage with the payment of the $1,500 purchase price. The
congregation now had a home of its own, but no pastor. The installation of the first
pastor initiated rapid growth that continued over many decades. The "A" Sfreet property
could accommodate 1 50 people. As the congregation prospered, it soon outgrew the
facility. Two building expansions were completed but the congregation grew faster than
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the building. Once again the congregation faced an enormous challenge and difficult
decision�^remain in the A Street property and limit the opportunities for fumre growth
and expansion, or purchase a piece ofproperty at the comer ofCollege and Louther
Streets and build a new church. The decision was made to relocate in order to provide for
fiuther growth and on 30 March 1952 the new church building was completed and
dedicated. The total cost of this project was recorded as $ 1 7 1 ,099.5 1 .
New and needy people continued to be attracted to the congregation. The new
building became inadequate for the growing congregation, and a number of steps were
taken to facilitate the growingministry of the church�a building program added three
floors of additional space on the rear of the existing building, a double worship schedule
was added in 1976, the parsonage basement was used by some classes, and an adjoining
house was purchased and used for additional space. Each of these decisions was made by
a congregation that believed they had amission to reach the Carlisle community with the
life-changing message of Jesus Christ�a congregation that looked to the fiiture with an
optimistic faith and a "can-do" attitude.
The many alterations and additions to the College and Louther property provided
temporary relief to problems caused by growth. The congregation again decided to
relocate to larger property to provide physical space for future growth. A large piece of
land was purchased on Walnut Bottom Road, and a beautifiil new facility with seating for
four hundred plus extensive educational facilities was dedicated on 6 October 1985.
As I enter the position of senior pastor of this congregation, I will reap the
benefits of a long pastorate. My predecessor, Ken Hoke, served the congregation for
twenty-four years, twelve as an associate pastor and twelve as the senior pastor. During
Robinson 5
his tenure, the church experienced considerable blessing and growth. This growth
necessitated the relocation to the present property on Walnut Bottom Road. In 1989, the
congregation commenced a second moming worship in order to accommodate the growth
and to facilitate fiiture growth. Growth continued throughout the nineties, albeit slowing
in the last few years. In 1998, Hoke accepted the position of general secretary of the
Brethren in Christ denomination and resigned his position with the Carlisle congregation.
Following Hoke's departure, an interim senior pastor was appointed until a new senior
pastor was found. Rev. John Fries, a retired Brethren in Christ minister, did an excellent
job leading the staff and congregation as the interim senior pastor.
During the senior pastor vacancy, the church board decided that the time was right
for an extensive evaluation of the church's fiiture direction and present ministries in order
to facilitate fiirther growth. Their intent was to develop a master plan for the future.
Discussion surrounding the desire for a master plan comprised a large part ofmy
interview for the senior pastor vacancy. The church goveming board wanted to know
how I would lead the process and what part they, the church staff and the congregation,
would play in the planning process. I assured the church board that if I took the position
I would not arrive with my own personal vision and plan to force upon the congregation.
Rather, I would collaborate fully with the various constituent groups within the
congregation, albeit in a leadership role, in the planning process. I also explained to the
board that in recent years I have become convinced that church health is more important
than church growth. A number of recent studies demonstrate that healthy churches will
be growing churches; furthermore, the growth in healthy congregations is more likely to
be qualitative growth rather than merely quantitative growth.
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The church board agreed with these observations and expressed their commitment
to a planning process that makes church health the primary focus. This dissertation will
provide a theological and theoretical guide for our strategic planning process. The
purpose of this process is to improve church health that will, we hope, lead to church
growth. The dissertation will also provide a record of our efforts and their results, at least
during the initial 18 months of the process; therefore, the focus of this research project is
to design and implement a collaborative strategic planning process for an established
church with the intent of improving chxu-ch health leading to chxurch growth.
Carlisle is a city with a population of approximately eighteen thousand located
just over twenty miles west ofHarrisbxu-g, the Pennsylvania state capitol. When the
popxilation of the surroxmding townships is included, the nxnnber ofpeople who live
within five miles of the chxu-ch rises to about 46,000. Carlisle is home to Dickinson
College, a private liberal arts school, and to the US ArmyWar College, where high-
ranking military personnel spend eleven months for advanced training. While being
economically diverse, the average income is just above the national average and crime
rates are below the national average. Carlisle is home to an above-average number of
retirement and nxu-sing homes and consequently has an above average percentage of
seniors. The remainder of the population is equally spread among each generational age
group.
The congregation of the Carlisle Brethren in Christ church is a reasonable
reflection of the commxmity. While the predominant age group in the chxu-ch is people
who are fifty and above, each generation has reasonable representation.
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Purpose Statement
The purpose of this project was to design and implement a strategic plarming
process in a new pastorate in the Carlisle Brethren in Christ Church and measure the
results of this process in terms of church health and the subsequent possible correlation
between health and growth.
Research Questions
The following questions were selected to guide this research project.
Research Question #1
What state ofhealth existed in the Carlisle Brethren in Christ Church, as
measured by the Natural Chm-ch Development survey, in May 1999?
Research Question #2
What effect was recorded on the health indicators of the church three months after
the arrival of a new senior pastor?
Research Question #3
What effect was recorded on the health indicators of the chmch after eighteen
months of the strategic planning process and the implementation of the resulting plan?
Research Question #4
What changes in church growth (measured by worship attendance) occurred
concomitant with the implementation of a strategic planning process and increases in
chmch health?
In addition to these specific quantitative research questions, I also used a
qualitative survey with four open-ended questions in an attempt to flesh out the data fi-om
the NCD questiormaires. This survey was given to every member of the Revision
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Taskforce in November 2000 following the final NCD survey.
Definition of Terms
Natural Church Development (NCD)
This is an approach to congregational life based on the premise that God as
creator has placed "growth automatisms" in his church that will lead to natural chin-ch life
and growth. Christian Schwarz developed this approach as the result of observing nature,
studying Scripture, and doing empirical research (Nafaral 13).
Schwarz studied over one thousand churches in thirty-two countries in an attempt
to discover, "What church growth principles are true, regardless of culture and
theological persuasion?" (Natural 19). He presents his results and conclusions in Natoral
Church Development (NCD).
Natural Church Development Diagnostic Questionnaire
The NCD survey is a paper-and pencil instrument containing ninety-one
questions. The data are computer analyzed and produce a numeric score in each of eight
quality characteristics.
Grovtth Automatisms
This is the term Schwarz uses to describe the "all by itself principle where all
living things inherently possess the capability to grow. Schwarz illustrates this fi-om the
parable in Mark 4:26-29. He writes, "Instead of trying to 'make' the church to grow in
our own strength (that is, with great effort), we prefer to utilize the growth automatisms
which God's word shows us and which we find confirmed by our experience" (Paradigm
237).
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Eight Quality Characteristics
The NCD research concluded that a healthy congregation is diagnosed by its
quality in relation to eight essential characteristics. Health is not found in any one
characteristic but in the harmonious interplay of all eight. The eight are empowering
leadership, gift-oriented ministry, passionate spirituality, ftmctional structures, inspiring
worship, holistic small groups, need-oriented evangelism, and loving relationships.
Church Health
This is an understanding of a congregation based upon the results of the NCD
questioimaire in the eight quality characteristics. These are qualitative rather than
quantitative expressions of congregational life.
QuaUty Index (QI)
A congregation's "QI" is its results for the eight quality characteristics measured
by the NCD survey. The developers of the NCD research questionnaire normed the value
for each characteristic to fifty. This means that an "average church" would have a "QI"
of fifty for each characteristic.
Maximum Factor
The quality characteristic that scores highest in the NCD survey is referred to as
the church's maximvun factor.
Minimum Factor
A church's minimum factor is the quality characteristic that scores lowest in the
NCD survey. NCD believes that the development of the minimum factor is critical to
stimulating quantitative growth in the congregation because this "weakness" is the
primary growth barrier.
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Minimum Strategy
NCD suggests that the most effective approach to qualitative and quantitative
growth is to use a church's maximum factor (their strongest quality characteristic) to
address the minimum factor. This strategy is termed the minimum strategy.
Church Growth
In this dissertation this term is used to express the verifiable statistics of
attendance at Sunday worship services. The attendance statistics that will be measured
will be the total number ofpeople, including children and babies, who attended a
moming worship service or the supporting children's ministries. These are quantitative,
not qualitative, indicators of a congregation's growth.
Comprehensive Collaborative Strategic Planning
A process by which an organization, in this case a congregation, will together
evaluate every aspect of its life and health (as defined by the NCD research), envision its
future, and develop the necessary procedures and operations to achieve that fiiture. Some
of the objectives of this kind ofplanning include the development of a purpose statement,
the articulation of core values, a vision statement, and a strategic plan.
Congregational Hearing
This refers to an open meeting convened for the purpose of communicating and
discussing issues related to the life of the congregation. Anyone with an interest in the
life of the congregation is welcome to attend.
Description of the Project
The pvupose of this project was to design and implement a strategic plarming
process in a new pastorate in the Carlisle Brethren in Christ Church and measure the
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results of this process in terms of church health and the subsequent possible correlation
between health and growth. The strategic planning process was led by a group of church
leaders and included the identification of congregational core values, purpose, and
mission, a review of our organizational structure and staffing, and discussion on the
fiiture ministry emphases that we should pursue.
Although I did not begin my ministry as senior pastor ofCarlisle Brethren in
Christ Church until 1 June 1999, the strategic planning process began some months prior
to this. The church board, at the end of 1998, had committed itself to such a process. In
May 1999, one week prior to my installation as senior pastor, the church's health was
assessed using the NCD survey in a cross-sectional study.
Uponmy arrival on 1 June 1999, 1 immediately made a number of changes in the
life of the congregation. These changes were primarily related to the style and feel of the
two Sunday moming worship services.
Immediately following my installation as senior pastor, I began working with the
church board in the strategic planning process. The NCD survey was administered on
two subsequent occasions as a cross-sectional study�^the end ofAugust 1999, and the
beginning ofNovember 2000. While I believe designing and implementing a strategic
plan for church health and growth should never end�churches should always seek to
further improve theirministry through prayer, study, reflection, planning, and
implementation�for the purpose of this specific project, the study period was fi-om May
1999 until November 2000.
Population and Subjects
The subject of the study was the Carlisle Brethren in Christ congregation. When I
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arrived in June 1999 the congregation numbered around 600 in average attendance. The
population for the research questions of this dissertation was a cross section of the
congregation comprised of those people who chose to attend a congregational hearing
and complete the NCD questionnaire. Three congregational hearings took place and the
nmnber ofpeople who competed a questionnaire at each one was eighty-seven for the
first, ninety-six for the second, and seventy-fom for the third. The population for the
qualitative survey that was used to supplement the quantitative data were the members of
the Revision Taskforce.
Methodology and Data Collection
On the evening of the last Sunday in May 1 999, a congregational hearing was
convened for the purpose of discussing the fiitme of the congregation, particularly in light
of the imminent arrival of a new senior pastor, and to conduct the NCD diagnostic
questionnaire. The results of this pretest survey were used as the measmement of the
health of the congregation at this point in time.
The research used a cross-sectional study administered on three occasions to
diagnose the health characteristics of the congregation according to the eight quality
characteristics in the NCD survey.
A posttest qualitative survey was then conducted among members of the
Revision Taskforce in order to allow them to provide their thoughts on the NCD survey
results and on the reasons for the change in the health profile of the congregation.
Variables. The first dependent variable of this study was defined as an
improvement in the health of the congregation as evidenced by a numeric increase in the
eight quality characteristics in the NCD survey. The independent variable for this
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dependent variable was the collaborative strategic planning process leading to the
implementation of the resulting strategic plan. The second dependent variable was
defined as growth in the congregation as observed by worship attendance statistics. The
independent variable for this dependent variable was defined as the health of the
congregation as defined by the NCD survey.
Instrumentation. The Natural Church Development Survey was the instrument
used in this project. This research questionnaire was developed by Christoph Schalk, a
German social scientist and psychologist, and Christian Schwarz ofGermany's Institute
for Church Development. The reliability and validity of the questionnaire was
demonstrated in extensive research and testing and recorded in Schalk' s thesis at the
University ofWuerzburg.
The survey was administered in over one thousand churches in thirty-two
coimtries. Over 4.2 million pieces ofdata were collected and analyzed. The results
provided numeric values for each congregation in each of eight different quality
characteristics. In each country these values were normed to amedian of fifty, so that the
"average church" in each county had a quality index (QI) of fifty in each of the
characteristics (Schwarz, Natural 38).
Although the primary emphasis ofNCD is to address the issue of church health,
the research showed that a significant relationship exists between health and growth.
They discovered that every church that measmed higher than sixty-five in each of the
quality characteristics was certain to be growing. This led to the term the "65
hypothesis"�^whenever all eight values score sixty-five or higher, the statistical
probability of the church growing is 99.4 percent.
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Data collection. The NCD smvey is a paper-and-pencil instrument contaming
ninety-one questions. Respondents choose their answer to each question from a five
point Likert scale. The data from the questionnaires are entered into a computer program
specifically designed for this survey. The program computes the results and tabulates the
health of the congregation in eight quality areas.
For the posttest survey of the Revision Taskforce members, I used four open-
ended questions. This survey was given to each member of the Taskforce along with the
printed results of the three NCD surveys. They were given two weeks to retum their
written answers. The answers were all anonymous.
Delimitations
The study is concemed with the impact of a collaborative sfrategic planning
process on the health and growth of Carlisle Brethren in Christ Church. The study will
measure the health uidicators as defined by the Natural Church Development research.
Growth will be measured by the worship attendance statistics of the congregation during
the same period of time.
Generalizability
Generalizations from the result of this study can only be made with caution.
Although the reliability of the NCD survey has been demonsfrated in many other places,
the specific culture and context of this study cannot be replicated elsewhere. For the
posttest survey of the Revision Taskforce members, I used four open-ended questions.
This survey was given to each member of the Taskforce along with the printed results of
the three NCD surveys. They were given two weeks to retum their written answers. The
answers were all anonymous; therefore, lessons leamed from this project will add to a
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growing body of literature on church revitalization through a process ofplanned change
rather than be specifically transferable to other congregations.
Overview of the Dissertation
This dissertation is presented in five chapters. Chapter 2 demonstrates the extent
to which this project is grounded in the literature that is presently available. It begins
with a biblical and theological reflection on the nature and mission of the church. A
nmnber of theoretical models of chmch life, health, growth, and strategic planning
processes are then presented and discussed. Chapter 3 restates the problem and purpose
of this study and details the design, researchmethods, and data analysis methods of the
project. Chapter 4 reports and presents the findings of the smdy. In Chapter 5, the major
findings and interpretations of the study are summarized.
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CHAPTER 2
REVIEW OF SELECTED LITERATURE
The purpose of this project was to design and implement a strategic plarming
process in a new pastorate in the Carlisle Brethren in Christ Church and measure the
results of this process in terms of church health and the subsequent possible correlation
between health and growth.
The first theme of the literature review deals with the biblical and historical
literature and contemporary models of church health and growth. The second theme is a
consideration of the literature related to the strategic planning process. This includes
issues such as change agents, initiating and managing change, and implementing a
process ofplaimed change, especially for a pastor who is new to a particular
congregation.
Church Health and Growth
Although the chmch, as we understand it, was birthed in the New Testament, the
Old Testament contains a number of images and examples that will be helpfiil to us.
While the New Testament does not offer any definitive descriptions of a healthy chmch,
it does provide two sources of information about the life and practice of early churches�
the book ofActs, which recounts the story of the Chmch as it began and grew in diverse
locations, and the New Testament letters, which were written to some of the same
churches at a different time. These New Testament documents not only provide a
pictme ofwhat appears to be normative but also provide insight into churches that
appeared to be in varying states of ill health. The particular focus of this literatme
review will be the recurring themes and images of the Chmch that the Bible presents.
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Any study of the Bible, particularly the New Testament letters, must take two
specific hermeneutical issues into account. First, the New Testament letters provide
insight into the contexmal circumstances, challenges, and problems that were faced by
the early churches. Second, not only were the early churches separated contextually from
each other, but churches today are also separated by a huge chasm from the cultures and
churches of the New Testament. This limited biblical review must therefore look for
issues and principles that are helpful today.
In addition to biblical literature and theological themes, I will examine and
consider contemporary theoretical models of the Church. Formany years a growing
body of church growth literature has focused on quantitative growth. In recent years the
emphasis has shifted to church health as distinct from church growth. This literature
review will examine a limited number ofmodels from both the church health and the
church growth schools. The review will focus particularly on the Natural Church
Development model as a means for improving church health and thereby stimulating
church growth.
The Old Testament
"The church," according to Gilbert Bilezikian, "is the community made up of
those who believe in God as revealed in the Scriptures and who imite for worship and
service to him" (177). As such, the church existed long before its birth on the day of
Pentecost. Ever since sin entered the hviman race, God has been executing his plan of
redemption by calling to himself a new commimity. The Greek word ecclesia, from
which we get our word church, derives from a Greek compound�ek, meaning "out of
or "from," and kalien, meaning "to call." As far as we know, no religious associations
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were attached to ecclesia in its common use, yet it was used in the New Testament to
describe the church as a community responding to the call of God. In this sense, the call
ofGod to Noah to separate himself from the wickedness that abounded in the world was
a call to be a church community; that is, a group ofpeople called out of the world and
called to commvmity with God. However, perhaps the calling ofAbraham in Genesis
chapter twelve to leave his home, family, and country and to enter a covenant with God
more closely parallels the church of the New Testament. The covenant God made with
Abraham placed certain requirements upon him and his descendants, but it also promised
them significant blessings.
God demonstrated his interest in his called-out people by preparing Joseph to save
them from the extinction that would have resulted from widespread famine. Although the
intent of Joseph's brothers was evil, God was at work in their actions to bring about good.
The long history of God's called-out people reveals that God has chosen many
individuals for special leadership roles and that they were gifted by God to perform those
roles. For example, God gifted Joseph with the supematural power to understand and
interpret dreams. God also gave Joseph the vision, insight, and adminisfrative ability to
know what needed to be done for the storage and distribution of the food. This calling,
gifting, and consequent gift-based ministry became a major theme in the New Testament.
God continued to show concem for and active involvement in the lives ofhis
called-out people by his actions in the life ofMoses. God intervened to spare Moses' life
and also to provide him with the opportunity to benefit from the knowledge and leaming
of the Egyptians. This provided Moses with experience and knowledge that would be
usefiil in the mission to which God would later call him.
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Exodus 1 8 provides an Old Testament glimpse into the issues ofpersonal health
and the care ofGod's called-out community. Moses is overburdened and overworked by
the task of leading and judging God's people and consequently stands on the verge of
bumout. His father-in-law, Jethro, advised him to share his responsibilities by begirming
a process of delegation. The method that Jethro suggested was the division of the people
into groups often, fifty, hundreds, and thousands. Leaders were to govem and mle over
each group, and Moses was only consulted if the nature of the issue(s) demanded his
involvement. A number of lessons emerge fi-om this story. First, it is not reasonable to
expect one person to care for so many people. Moses' health and well-being were
important considerations in the inauguration of this plan. Second, the creation of a span
of care and control of one-to-ten meant that the ability to provide adequate care for every
person was increased.
During the ministry ofMoses God gave specific commands regarding the nature
ofworship for his people, the called-out commimity. The Old Testament sacrificial
system with its attendant priesthood was inaugurated; finthermore, a specific location that
was associated with God's presence and used for worship was established (i.e., the
tabernacle and later the temple). In the New Testament Church, the issues of sacrifice,
priesthood, and the location ofGod's presence and the location for worship were
redefined.
The story ofNehemiah also provides information regarding the leadership of
God's Old Testament called-out people. Nehemiah was an ordinary person with a vision
ofwhat could be achieved. This vision became the driving force for his fiature ministry.
He led God's people in the task of rebuilding the walls of Jemsalem. In order to do this
Robinson 20
he needed vision, administrative skills and abilities, and determination to persist despite
hardship and opposition.
The understanding of the spiritual nature ofbeing God's called-out people
changed during the Old Testament. The Israelites wanted an identity as a kingdom and
desired a king. God granted their desire and the monarchy was bom. Israel's most noted
king was David, but during the reigns ofhis successors the spirituality of the nation
declined and God sent prophets to draw the nation back to its called-out nature.
The New Testament
The New Testament provides the description ofhow God restored the called-out
community that he desired. Jesus called out twelve men to be his disciples. They spent
three years together during which time Jesus trained and developed them for fiiture
ministry.
Jesus told his disciples that they were part of God's called-out community when,
following Peter's confession that Jesus was the Christ the Son of the living God, he said.
And I tell you, you are Peter, and on this rock I will build my church and
the gates ofHades will not prevail against it. I will give you the keys of
the kingdom ofheaven, and whatever you bind on earth will be bound in
heaven, and whatever you loose on earth will be loosed in heaven. (Matt.
16:18-19)
Jesus therefore links the Church, the called-out community, with the kingdom of
heaven or the kingdom ofGod. Jesus earlier stated that the purpose for his coming was
to proclaim the good news of the kingdom ofGod (Luke 4:43).
A number of observations need to be made at this point. First, obviously only
Jesus can build his Church. Later in the New Testament, Paul declares himself a builder
in God's kingdom (1 Cor. 3:10-15), but the precise tmth is that while we are co-workers
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in the kingdom, only God can actually build the Church. He alone can forgive sin,
change lives, and create a commvmity ofpeople for himself The psalmist expressed it
accurately when he said, "Except the Lord build the house they labor in vain who build
it" (Ps. 127:1).
Second, Matthew 16:18-19 also reveals that within the called-out community
certain people are given certain responsibilities. Jesus identifies the special role that
Peterwill play in the work of the kingdom. The book ofActs details the significant part
that Peter played in the early expansion of the Church. He was involved in each of the
early growth points and stages of the Church. He preached in Jerusalem on the day of
Pentecost (Acts 2). He took the gospel to the Gentiles in the home ofComelius (Acts
10). He was prominent in the early leadership of the church in Jerusalem.
Jesus gave his called-out followers a number of commands and promises to serve
as guiding principles in the subsequent life and ministry of the Church. Matthew 22:37-
40 records for us what has become known as the Great Commandment: "Love the Lord
your God with all your heart and with all your soul and with all yourmind. ... Love your
neighbor as yourself All the Law and Prophets hang on these two commandments."
A little later Matthew also records what has come to be known as the Great
Commission:
All authority in heaven and on earth has been given to me. Go therefore
and make disciples of all nations, baptizing them in the name of the Father
and of the Son and of the Holy Spirit, and teaching them to obey
everything that I have commanded you. And remember, I am with you
always, to the end of the age. (Matt. 28:18-20)
The original language of this text has only one imperative command�^make
disciples. Jesus commanded his disciples to be a disciple-making coimnunity. They
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were to reproduce themselves by using the methodology of going, baptizing, and
teaching. These three participles�going, baptizing, and teaching�are important parts of
the Great Commission, but they are the means to the central command to "make
disciples."
The last command that Jesus gave his called-out community was not to leave
Jerusalem until they were baptized by the Holy Spirit and with power (Acts 1 : 4-8).
Jesus knew that the disciples were inadequate for the ministry they were required to
exercise. He knew they needed the filling and empowering of the Holy Spirit. The
fulfillment of this promise occurred on the day ofPentecost. Their experience, however,
was unique in that they lived in two eras�^before and after the giving of the Spirit and the
birth of the Church. Nevertheless, the reception of the Spirit, or the baptism of/by/in the
Spirit, was the normal experience of new converts in the early Church. I therefore
conclude that Jesus desired and expected his Church to be a Spirit-filled, empowered
community. Passionate, Spirit-filled Christians are the New Testament norm for those
who make up the Church of Jesus Christ.
Acts provides information on the early churches. Care must be taken, however, to
remember that descriptive and narrative passages of Scripture do not necessarily tell what
God desires; they only tell what actually happened. Therefore, in order to draw
conclusions from such passages, we need to examine and weigh them in the light of the
whole biblical revelation. Luke, writer ofActs, describes the pattem of life and worship
that developed in the early church in Jemsalem following the day ofPentecost. He
writes:
Awe came upon everyone, because many wonders and signs were being
done by the apostles. All who believed were together and had all things in
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common; they would sell their possessions and goods and distribute the
proceeds to all as they had need. Day by day, as they spent much of their
time together in the temple, they broke bread at home and ate their food
with glad and generous hearts, praising God and having the goodwill of all
the people. And day by day the Lord added to their number those who
were being saved. (Acts 2:43-47)
This passage reveals a munber of characteristics worth noting. The church was
identified as a supematural community�^the apostles performed wonders and signs.
These signs caused outsiders to recognize that something special was occurring. The
church was also identified as a united community�^they took seriously the command of
Jesus to love one another. The church was a generous and giving community�^they
recognized that some of them enjoyed material blessings while others were in need. The
church was a worshipping community�^they regularly went to the temple to worship.
They were also a fellowshipping community�they met together regularly for fellowship
and to share a meal. Praise and worship were a part of their gatherings. These meals and
fellowship times were held in homes, presumably because of the lack of altemative
meeting places. This implies a smaller group ofpeople when compared to the larger
number who would meet together in the temple. In addition to all the above, the chvirch
was a growing community. Their growth resulted from God adding people to their
number; however, God's addition appears to have been in conjunction with their awe-
inspiring activities and their good favor with all the people. Acts 2 also records the
apologetic and evangelistic preaching ofPeter that led to numerous conversions.
These examples illusfrate that the early church, under the blessing ofGod,
displayed a number ofqualities or characteristics: worship, fellowship, generous giving
and sharing, personal care for one another, signs and wonders, and evangelism.
The description in Acts 2 of the church meeting in homes and in public worship
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venues is a reciuring theme in Acts. For example,
Day after day, in the temple and fi-om house to house, they never stopped
teaching and proclaiming the good news that Jesus is the Christ.
(Acts 5:42)
You know that I have not hesitated to preach anything that would be
helpfiil to you but have taught publicly and fi-om house to house.
(Acts 20:20)
Furthermore, house meetings appear in other parts of the New Testament.
The churches in the province ofAsia send you greetings. Aquila and
Priscilla greet you warmly in the Lord, and so does the church that meets
at their house. (1 Cor. 16:19)
Give my greetings to the brothers at Laodicea, and to Nymphia and the
church in her house. (Col. 4:15)
Both the public worship venue and home groups had the same purposes: the
worship ofGod and the edification, instruction, discipling, and nurturing of the believers.
Evangelism was also an important aspect ofbothmeeting places. However, the distinct
advantages of the house groups included participation by everyone, variety ofmeeting
locations and times, application of teachings to acmal life situations, and fellowshipping
during a relaxed atmosphere often including a meal.
Acts 6 details the attempt made by the fast-growing church to continue to care for
each needy person in the church. The plan they followed was to identify the need,
establish the responsibilities of the church to meet the need, establish priorities, and
clarify the roles of individuals within the church. The result was an organizational plan
for care that would not ignore those in need nor hinder the continued growth and
advancement of the church.
The letters of the New Testament fiimish insights into the nature of the Chiu-ch
and its health; however, as stated earlier, care must be taken in the handling and
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application of these letters due to the fact that each letter is an occasional one addressed
to a particular community, in a particular context, for a particular reason. The fact that
some of these letters were written to address issues of ill health in the receiving church
helps construct an imderstanding of the what the writer's picture ofhealth would have
been.
Body of Christ. This exclusively Paulme term (1 Cor. 12; Eph. 1:22-23, 2:16;
4:12-16; Col. 1:18) is important in any discussion on church health. This is the dominant
image in passages where Paul offers extended teaching on the nature of the Church (e.g.
Eph.). He uses it to convey notions ofunity, diversity, mutuality, and headship.
Conceming the reason for varying gifts within the Church, Paul explains that they were
given "for building up the body ofChrist, imtil all of us come to the unity of the faith and
of the knowledge of the Son ofGod, to maturity, to the measure of the fiill stature of
Christ" (4:12-13).
In writing to address some of the symptoms and causes of ill health in the
Corinthian church, Paul uses the image of the Church as the body ofChrist to encourage
the Corinthians to love, respect, care for, and value each other.
The body is a unit, though it is made up ofmany parts; and though all its
parts are many, they form one body. So it is with Christ. For we were all
baptized by one Spirit into one body�^whether Jews or Greeks, slave or
jfree�and we were all given the one Spirit to drink. Now you are the body
ofChrist, and each one ofyou is part of it. (1 Cor. 12:12-13, 27)
To speak of the Church as the Body ofChrist is to emphasize the living, dynamic,
organismic character of the community. As such it has systems and sub-systems that
contribute to health and fight disease. Paul reminds the Corinthians, "If one part of the
body suffers, every part suffers with it; if one part is honored, every part rejoices with it"
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(1 Cor. 12:26). So, the health, well-being, and happiness of the whole body depends
upon every part of the body being healthy and disease free.
A further observation from this passage, and one seen in other places in both the
Old and New Testaments, is that each part of the body is different by design. Diversity is
not a problem. God plarmed and intended the body to be diverse because only then can it
be really healthy and accomplish its many tasks and fimctions. However, along with
diversity comes vmity. This unity means that in Christ we are one body, and in Christ we
have a urufying purpose�^to be his called-out people.
God's household. This expression describes the Chmch as a relational family.
Paul describes Christians as "members of God's household" (Eph 2:19) and as such mges
them to "do good to all people, especially to those who belong to the family ofbelievers"
(Gal. 6:10).
Families are dynamic entities with relational qualities. They can be healthy or
dysfimctional. They can be characterized by love, care, understanding, acceptance, or
they can be unloving, uncaring, critical, and unaccepting. Paul desires that the Christian
family will recognize it is God's family and will provide the mumal love, support, and
encouragement that families should have.
God's builduag. The New Testament also describes the Chmch as God's
building. Paul uses the term in his first letter to the chmch at Corinth�"You are God's
. . . building" (1 Cor. 3:9). Writmg to the chmch at Ephesus Paul states.
You are no longer foreigners and aliens, but fellow citizens with God's
people and members of God's household, built on the foundation of the
apostles and prophets, with Christ Jesus himself as the chief cornerstone.
In him the whole building is joined together and rises to become a holy
temple in the Lord. (Eph. 2:19-21)
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Peter also uses the same images when he says, "You also, like living stones, are
being built into a spiritual house" (1 Pet. 2:5).
These references make clear that rather than being a static and lifeless form, the
church is dynamic and in process. It is a community in motion with the goal ofbecoming
God's dwelling place.
Nation of priests. The priesthood was introduced in the Old Testament as a
distinct group ofpeople whose primary responsibility was ministry before God on behalf
of the people. Deuteronomy 33:8-10 reveals that the priests had three primary
functions�^to serve as leaders in the official religious structures, to provide counsel or
guidance in various situations, and to teach the Torah (Brensinger, 10).
However, the New Testament describes the whole community of faith as "a holy
priesthood, offering spiritual sacrifices to God through Jesus Christ. . .. you are ... a royal
priesthood." (1 Pet. 2:5,9); therefore, all believers in the New Testament called-out
coimnvmity, the chiwch, are to be ministers unto God. This commonality and equality of
nature is found in God through the Spirit who indwells and gifts every believer (Rom.
12:6ff; 1 Cor. 12:12ff; Eph. 4:4ff). McDermond, however, reminds us that despite these
affirmations ofuniversal believer priesthood, "particular people are called and
empowered to lead the community ofbelievers" (29). Each believer is gifted by the same
Spirit for the same purpose ("the common good" 1 Cor. 12:7) but in different ways so the
church can sustain a worshippmg and witnessing presence in the world. The tension
must therefore be maintained between the priesthood of all believers on one hand and the
particular calling and gifting of individuals on the other. We fall into error when we
allow one truth to become more important than the other.
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Conclusion of New Testament review. The foregoing review reveals a number
of things about the nature and mission of the called-out community that we call the
Church. In relating these to the matter of the qualities of health displayed by the biblical
description of the Church, 1 believe the following points are helpfiil.
First, the baptism in/of/by the Holy Spirit (Acts uses all of these expressions
interchangeably) was the dynamic presence of God in the lives of individual Christians
and the community; therefore, to be passionate about one's spirimal life and to be
empowered by the Holy Spirit to live a life ofvictory were normal experiences for New
Testament Christians. With this context ofSpirit-filled believers, spirimal disciplines
such as prayer and fasting were also normal, as were the experiences of signs and
wonders.
Second, worship played a major part in the life of the early church. Their worship
was not perfimctory or routine but was genuinely the worship of the whole person and
was often accompanied by emotion. Worship, which included the teaching and preaching
of Scripture, was conducted in public venues and in private homes. Participants and
observers often felt a sense of awe in worship.
Third, believers loved and cared for one another in practical ways. Their love for
God was worked out in their interpersonal relationships in genuine fellowship and
demonstrated by meeting each other's needs.
Fourth, they believed and practiced the equality of every person in the body.
Despite the failures of the church in Corinth in this regard, Paul's first letter to them
makes clear that whole-bodyministry is a hallmark ofbiblical Christianity.
Fifth, in conjunction with their understanding of the priesthood of all believers
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and the equahty of every part of the body was their recognition that each person
possessed different gifts and consequently had different roles. In particular, they
understood that the specific role of those in leadership was to provide oversight and
direction and to equip others for ministry.
Sixth, they showed flexibility in their strucmres and were willing to adapt to meet
needs. An example of this is Acts 6 record of the appointment of certain individuals to
meet the temporal needs of those in need.
Seventh, their evangelistic efforts and methods were suited to those they intended
to reach. They conversed about the Torah with Jews and Paul quoted Greek poets with
the philosophers in Athens (Acts 17).
Contemporary Models ofChurch Health
In the last twenty or thirty years has come a growing emphasis on church health
as distinct fi-om church growth. That is not to say that the growth of the chiorch has been
forgotten; rather, the health of the Chvirch has become the focus of concem and the
growth of the Church is seen as a result of health. In conjunction with this growing
emphasis on health, a number ofdescriptive models and systems have also been
developed.
Howard Snyder's Radical Renewal: The Problem ofWineskins Today focuses on
the nature and health of the church using a dynamic, organic model. Addressing the local
church as an organism, Snyder asks.
How do all the parts fit together and interact with the enviromnent? What
is the ecological equilibrium that sustains a healthy church as it
experiences the koinonia of the Spuit, incarnates the mind ofChrist and
ftilfills its kingdom mission in the world as the people ofGod? (117)
In answering these questions, Snyder identifies the Church's purpose as glorifying
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God. This is accomphshed, according to Snyder, by three primary functions�worship,
commumty, and witness. Each of these primary functions carries associated fimctions or
characteristics. Worsliip requires instruction, repentance, and celebration. Commumty
requires discipline, sanctification, and the gifts of the Spirit. Witness requires
evangelism, service, and justice. Snyder's view of the dynamic nature of these elements
of a healthy church is illustrated by the following:
When the church is weak in worship, its life becomes humanistic and
subjective. The impulse for evangelism is often lost. When community
life is anemic, believers remain spirimal babes, failing to thrive in Christ.
Worship may become cold and formal, and witness weak or overly
individualistic and programmed. If the church's witaess is the problem,
the fellowship may become ingrown and self-centered. The church drifts
into legalism in order to guard its life, and has little growth or impact.
(136)
Peter Wagner, a leading spokesperson for the church growth movement, identified
seven vital areas necessary for congregation health. Wagner's areas included the pastor,
the people, church size, structures and functions, homogeneous unit, methods, and
priorities. He argued that a healthy congregation could be identified by an examination
of these vital signs; however, although Wagner employs the terminology of
congregational health, the descriptions of the vital areas still reflect the technocratic
emphasis that characterized the church growth movement. They are not so much
expressions or characteristics o/health as they are vital areas for health. (20)
The approach taken by Kennon L. Callahan, in Twelve Keys to an Effective
Church, is to evaluate and balance a number of spiritual, cultural, and strategic factors.
As with Wagner, these "keys" are mainly related to producing rather than identifying and
describing health. These include specific missional objectives, pastoral and lay visitation,
corporate dynamic worship, significant relational groups, strong leadership resources.
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streamlined structure and participatory decision making, competent programs and
activities, accessibility, high visibility, adequate parking and land, adequate space and
facilities, and solid financial resources.
As supplements to this publication, Callahan has also published a leaders guide, a
planning workbook, and audio cassettes, all ofwhich are intended to help churches
implement the twelve keys.
Dann Spader, director of Sonlife Ministries, co-authored with Gary Mayes
Growing a Healthy Church. While the aim of the book is to help church leaders grow
healthy churches, little is said about the nature ofhealth as opposed to a suggested
process for leadership and growth. In attempting to identify the essential purpose of the
chiuch. Spader and Mayes claim that the Great Coirunission is the primary work of the
church (17). In answer to the question, "What about the idea that the church exists to
glorify God?" they reply, "No argument. Obviously we can say that the chmch exists to
glorify God. But the real question is how do we do that?" (17). Consequently, the task
before leaders of the church today "is really no different than it was for those who formed
the initial cadre ofbelievers. We are called to restore to the local chmch a passion for
obeying the Great Commission" (16).
Anderson argues that health is a function ofdesign, individuality, and setting
(Chmch 128). He illustrates design by stating that a healthy eye can see and a healthy ear
can hear. Their "design" is important in understanding health. Likewise, for
"individuaHty" he compares the health characteristics of an adult and a nine-month-old
child. The fact that the child cannot yet run is not an indicator ofhealth but rather of
mdividuality. His use of the expression "settmg" is illustrated by comparing the effect of
Robinson 32
running at sea level or at a high altitude. When he applies these three�design,
individuality, and setting�to the church, Anderson writes.
Each church needs to define health for itself That comes through a
process of comparison, consultation and self-evaluation. Comparison is
made with other churches, especially healthy ones. Consultation with
outsiders helps us see ourselves as others see us. Self-evaluation is
applying insider's insights to the comparisons and consultations. (128)
Anderson does offer a number of characteristics of congregational health that he
admits are initial and not exhaustive: glorifying God, producing disciples, exercising
spirimal gifts, relating positively to one's environment, evangelism that leads to growth
and reproduction, the incorporation ofnewcomers, openness to change, trust in God, and
attractiveness to others (Chvu-ch 128-129).
The "Meta-Church" model has been developed and advocated by Carl George.
The term meta means change, and George uses it to describe churches that are large
enough to celebrate and small enough to care. In this model he discusses a number of
areas of church life that need to change and will always be changing if the church is to be
healthy and effective ministiy is to be done. These include relationships within the
church, leadership roles (the move fi"om shepherding to ranching), pastoral care strategies
and organization, and organizational structures (188ff). George writes:
What does a Meta-Church look like? It is a growing, usually multi-staff,
local church committed to a joyous corporate worship of God
(celebration), to formation ofnurture groups and ministry teams (cells) led
by lay pastors, and to an organization ofprofessionals and volunteers that
focuses on development of leadership and ministry. (188)
Daniel Reeves developed the Life Systems as a result ofhis work with a number
of congregations of various denominational connections. He discovered that the same
few questions were asked each time: (1) How do we generate spiritual energy? (2) How
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do we develop effective leaders? (3) How do we increase people flow? and, (4) How do
we chart a direction in the midst of change? Reeves seeks to use the organic life model
of the church and has developed an approach to improving health by means of evaluation
and intervention in ten areas, or systems, of congregation life. The ten life systems are:
(1) The Pastor's Spiritual Life, (2) Corporate Intercession, (3) Spirimal Disciplines, (4)
Mentoring Relationships, (5) Mobilization of the Believers, (6) People Flow Strategy, (7)
Lifestyle Evangelism, (8) Future Planning, (9) Change and Management, and (10)
Organizational Streamlining.
The logic of the ten life systems approach is that it not only provides principles
for church health but also a system of delivery. Reeves recognized that churches can
leam much from systems theory and that every Life System affects the others. His
system begins with spiritual disciples on a personal and corporate level and then
progresses to sfrategic planning and change systems.
One of the most influential books on church health and growth in recent years has
been The Purpose Driven Church by Rick Warren. Warren identified five pvirposes that
he believes flow out of the New Testament in general, and the Great Commission and the
Great Commandment in particular. These principles are worship, ministry, evangelism,
fellowship, and discipleship. Warren claims,
Chiu-ch growth is the natural result of church health. Church health can
only occur when our message is biblical and our mission balanced. Each
of the five New Testament purposes of the church must be in equilibrium
with the others for health to occiu-. (49)
The mission statement ofWarren's church. Saddleback Commimity Church, is: "To bring
people to Jesus and membership in his family, develop them to Christlike maturity, and
equip them for ministry in the church and life mission in the world, in order to magnify
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God's name" (107).
Saddleback Church has developed a Life Development Process that seeks to
provide a logical progression for its members and adherents through the various purposes
of the chxorch. The process, which is pictorially explained using a baseball diamond,
recognizes that each person stands at a different stage of life development and
commitment and attempts to lead him or her toward deeper commitment.
George Hunter's book. Church for the Unchurched, resulted from biblical study
and field research. He concluded that healthy biblical churches took at least three issues
very seriously�^the teaching of Scripture, the necessity of a mission focus, and the
necessity of culturally relevantministry. The field research examined how growing
chiurches balance these issues in order to identify common qualities or characteristics.
Hunter's study revealed several commonalties in healthy biblical churches: they are
rooted in Scripture; they are disciplined and earnest in prayer; they understand and like
and have compassion for the lost; they obey the Great Commission; they possess a
compelling vision ofwhat people can become in Christ; they adapt to the culture in
things such as music and language; they seek to involve each person in a small group;
they promote and employs gift-based lay ministry; they organize adequate pastoral care
for everyone; and, they involve themselves in ministries to non-Churched people (3Off).
Schwarz's premise is that only God can enable the church to grow. God's method
ofproducing growth is that he, as Creator, designed every living organism with the
potential to grow all by itself (Natoral 12). Schwarz illusfrates this from the New
Testament in Mark 4:26-29:
And he was saying, "The kingdom of God is like a man who casts seed
upon the ground; and goes to bed at night and gets up by day, and the seed
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sprouts and grows�^how, he does not know. The earth produces crops by
itself; first the blade, then the head, and then the mature grain in the head.
But when the crop permits, he immediately puts in the sickle, because the
harvest had come."
This led Schwarz to his main research question: IfGod designed the church to
grow "all by itself" how can the "all by itself growth principle be released? In order to
find out the answer, Schwarz embarked upon the study of Scripture, the observation of
nature as God's creation, and an empirical research project (Nafaral 1 3). The secondary
research questions for which Schwarz sought answers were:
a. What church growth principles are true regardless of culmre and theological
persuasion?
b. What should each church and every Christian do to obey the Great
Commission in today's world?
Schwarz researched over one thousand churches in eighteen languages and thirty-
two countries on five continents and analyzed 4.2 million responses. The research
followed stringent scientific procedmes and the reliability and validity of the
questionnaire were validated in a master's thesis by Christoph Schalk at the University of
Wuerzburg. Reliability in this study is understood to mean the consistency of the results,
i.e., the same results would be achieved if the survey was repeated in the same way in the
same context. Validity in this study refers to the relevance of the results, i.e., the survey
measures what it is supposed to be measuring (Natoral 18-19).
The research revealed eight quality characteristics that Schwarz believes are
"universal principles that are the basis for every kind of church growth" (Natural 17), and
can therefore be applied cross-cultorally. Church health is found in the balance and
harmonious interplay of all eight of these characteristics:
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1. Empowering leadership;
2. Gift-oriented ministry;
3. Passionate spirituality;
4. Fimctional structures;
5. Inspiring worship services;
6. Holistic small groups;
7. Need-oriented evangelism; and,
8. Loving relationships.
Schwarz concluded (Natural 38) that no single factor can define church health or
lead to church growth. Health results Irom the balanced and harmonious interplay of all
eight characteristics, and growth results from health. Schwarz also concluded that a
church cannot thrive if any of the eight characteristics are missing; fiirthermore, a church
ought to concenfrate its efforts on its weakest characteristic�"the minimum factor" (52).
Quantitative growth is restricted by qualitative deficiency and improving the church's
sfrengths does not make up for its weakest, orminimum factor.
The research also revealed a number ofprinciples that Schwarz termed "Biotic
Principles," (Natural 64-80) as follows:
a. Interdependence. Individual units are coimected to each other in a larger
system. Change in one ministry will affect other ministries in the church;
b. Multiplication. Healthy organisms do not grow endlessly, but reproduce
themselves;
c. Energy fransformation. Momentum or energy already flowing, whether
positive or negative, can be redirected to accomplish God's purposes;
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d. Multi-usage. Resources used should increase the capacity for on-going
growth and development, as well as serve multiple purposes;
e. Symbiosis. Different ministries can cultivate cooperative relationships so that
the mutual benefit is greater than operating separately; and,
f Functionality. Each ministry needs to produce discernible results in line with
its intended purpose.
In order to make the benefits of the research available to churches, a diagnostic
questionnaire was developed that enables chvuches to measure their church in
relationship to the eight quality characteristics. The questioimaire was developed by
Schwarz and Christoph Schalk and was redesigned as part of a doctoral degree program
undertaken by Schalk at the department for Organizational Psychology at the University
ofWurzburg, Germany. Schwarz also published a number of implementation guides and
tools to enable churches to work on each of the characteristics in their local context. A
recent publication intended to resource churches and enable them to apply the insights of
Natural Church Development is Releasing Your Church's Potential by Robert E. Logan
and Thomas T. Clegg.
However NCD has not met with universal acceptance. John Ellas and Flavil
Yeakley argue that the approach is "pseudo-scientific." They pointed out that the book
Natural Church Development lacked essential scientific details such as statistical
significance, correlation coefficients, reliability measures, and construct validity. They
also took exception with Schwarz's claim that NCD provided universal principles for
church health and growth. In reference to this they wrote, "To our knowledge, no
researcher in the field ofChristian ministry had ever claimed such a grandiose
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accomplishment as discovering universal principles" (91). They argued that NCD
ignored the specific contexmal factors encountered by each congregation such as finance,
facility, staff, and church size.
In response to Ellas and Yeakley, David Wetzler ofChurchSmart Resources
pointed out that NCD was scientifically sound and that the evidence of this would soon
be translated firom German into English. This scientific data is now readily available and
demonstrates, convincingly I believe, that the NCD survey possesses the scientific
reliability and validity that is required. The other criticisms offered by Ellas and Yeakley
have been addressed and sufficiently answered in Schwarz's book. Paradigm Shift in the
Church, pubKshed in 1999.
NCD has been used in research projects in other congregations. For example,
Mitchell Pierce used it in Northgate Free Methodist Chiurch in Batavia, New York, and
Linda Adams used it m New Hope Free Methodist Church, Rochester, New York. Both
of these projects were submitted to the faculty ofAsbury Theological Seminary in partial
fulfillment of the requirements for the Doctor ofMinistry degree. The results of these
two studies show that NCD was helpful in addressing health issues in both congregations.
Because I plan to use the NCD questionnaire inmy research, I have included below a
brief explanation of each ofNCD' s eight quality characteristics. I have also included
each question asked in the NCD survey in relation to the quality characteristic that it
seeks to evaluate. I have included every question rather than a few samples of each so
that the reader has a more complete understanding of the survey.
1. Empowermg leadership. As discussed elsewhere in this literature review,
many authors (e.g., Bennis and Nanus; Crandall; Wagner; George and Logan) have
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pointed out the importance of leadership, particularly visionary leadership. Natural
Church Development accepts the insights of these writers and particularly emphasizes
that pastors in growing churches place great importance on empowering others for
ministry. "They do not use lay workers as 'helpers' in attaining their own goals and
fulfilling their own visions. Rather they invert the pyramid of authority so that the leader
assists Christians to attain the spiritual potential God has for them" (Schwarz, Natoral
22). Important biblical passages used to illustrate this concept of empowering leadership
mclude Ephesians 4:7, 12-16 and 2 Timothy 2:2:
But to each one ofus grace has been given as Christ apportioned it. . .. It
was he who gave some to be apostles, some to be prophets, some to be
evangelists, and some to be pastors and teachers, to prepare God's people
for works of service, so that the body of Christ may be built up until all
reach unity in the faith and in the knowledge of the Son ofGod and
become mature, attaining to the whole measiue of the fiiUness of Christ.
Then we will no longer be infants, tossed back and forth by the waves, and
blown here and there by every wind of teaching and by the cuiming and
craftiness ofmen in their deceitftil scheming. Instead, speaking the truth
in love, we will in all things grow up into him who is the Head, that is,
Christ. From him the whole body, joined and held together by every
supporting ligament, grows and builds itselfup in love, as each part does
its work.
And the things you have heard me say in the presence ofmany witaesses
entrust to reliable men who will also be qualified to teach others.
Empowering leadership understands the biblical pmpose and mission of the
Chmch, possess a God-given vision for how that mission can be accomplished in the
local context and cultme, communicates that mission and vision to others and then
identifies, trains, nmtmes, equips, and releases them into ministry.
In order to measure this health symptom, the NCD sm^^ey evaluates the following
areas:
� The match of the pastor and congregation;
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� The delegation and sharing ofministry;
� The leadership given to the congregation through vision;
� The extent of leadership through mentoring and equipping; and,
� The willingness of chmch leaders to lead change.
This evaluation is done by asking the lay members and the pastor a number of
questions. The lay survey asks participants to respond to the following:
1 1 : The leaders of our church (pastor, elders, etc.) have an inspiring optimism.
22: The leaders of our church prefer to do the work themselves rather than to
delegate it.
32: The leaders of our church concentrate on the tasks for which they are
gifted.
41 : Our pastor looks for help fi-om lay people to complement those areas in
which s/he is not gifted.
49: The leaders of our church prefer to evade conflicts.
56: Our pastor has too much work to do.
66: Our pastor gives a lot of church members the opportunity to help in
organizing and conducting the church service.
74: Our pastor seems to feel at home in our church.
The pastor survey asks the following questions:
33: I enjoy church work.
55: I am sure that God wants our church to grow.
56: My work is regularly discussed and assessed by an "outside assistant" (i.e.,
church counselor, pastor colleague, etc.).
63: I am disturbed that, in my area of responsibility, people without Christ are
lost for eternity.
64: I am the type ofperson who like to do it all myself.
68: I feel that church work is a burden.
69: The maintenance of relationship with individual church members is more
important for me than planning or organizing activities.
2. Gift-oriented ministry. This symptom ofhealth, according to NCD, assumes
the conviction that "God sovereignly determines which Christians should best assume
which ministries" (Schwarz, Natural 24). The role of church leadership is, therefore, to
help members identify, develop, and use their gifts. The NCD research discovered that
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this quality characteristic has a greater influence on both personal and corporate church
life than any of the others. Believers were more contented and natoral growth in the
church occurs when people serve according to their giftedness.
Interest in gift-oriented ministry has been increasing in the evangelical Church for
several decades. Several instruments have been developed and refined to help Christians
identify their spiritoal gifts. Wagner gave to us the Wagner-Modified Houts Spiritoal
Gifts Inventory; Willow Creek produced Network, which identifies gifts, passion,
personahty, and experience; Saddleback uses S.H.A.P.E., an acronym for Spiritoal gifts.
Heart (passion). Abilities, Personality, and Experiences. Schwarz believes that this
uiterest in a gift-oriented approach to ministry is not just a passing church growth fad, as
some might believe, but rather it is the "only way to live out the Reformation watchword
of the 'priesthood of all behevers'" (Natural 24).
Important bibhcal passages used to illustrate this concept ofgift-oriented ministry
include Ephesians 4:7 (as noted vmder Empowering Leadership), 1 Corinthians 12:7ff,
and 1 Peter 4:10-11.
Now to each one the manifestation of the Spirit is given for the common
good. (1 Cor. 12:7)
Each one should use whatever gift he has received to serve others,
faithfully administering God's grace in its various forms. If anyone
speaks, he should do it as one speaking the very words ofGod. If anyone
serves, he should do it with the strength God provides, so that m all things
God may be praised through Jesus Christ. (1 Pet. 4:10-1 1)
In order to measure this health symptom, the NCD survey evaluates the following
areas:
� The respondents' imderstanding of their gifts;
� The matching of the respondents' gifts to their ministry involvement;
Robinson 42
� The respondents' understanding of the significance of their ministry; and,
� Is the respondent coached, supported, trained, and challenged.
The NCD survey contains the following questions for lay people:
12: I know my spiritual gifts.
23 : I enjoy the tasks I do in the church fellowship.
33 : I feel that the church supports me in my ministry.
42: It is my experience that God obviously uses my work for building the
church.
50: The tasks I perform in my church are in accordance withmy gifts.
57: I feel my task in the church is a great challenge.
67: I know what value my work has in the total work of the church.
The NCD survey asks pastors to respond to the following questions:
34: The volimteer lay leaders of our church are trained for theirministries.
57: In the long term we are concemed that lay people take only those tasks
for which they are gifted.
78: What percent of the church use their gifts for building up the church?
3. Passionate spirituality. The term "passionate spirituality" is NCD' s
descriptor for those people who are "on fire" and who "live committed lives and practice
their faith with joy and enthusiasm" (Schwarz, Namral 26). It was Jesus who said, "Love
the Lord your God with all your heart and with all your soul and with all yourmind"
(Matt. 22:37).
Schwarz believes that the concept of spiritual passion is mutually exclusive with the
view that Christians simply "perform one's duty" (Natural 26). He also noted that
churches that tend to be more legalistic�^which he describes as having an emphasis on
having the right doctrine, moral code, and church membership�^tend to measure below
average in spiritual passion; therefore, in regard to the issue ofpassionate spirituahty, the
NCD survey evaluates the following areas:
� Personal spiritual disciplines;
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� Corporate spiritual disciplines; and,
� The extent that the respondent's faith is "contagious."
In order to evaluate these areas, the NCD questionnaire did not ask specific
questions fi-om the pastor but does ask lay people to respond to the following questions:
4: Approximately what percentage of your gross income do you give in tithes and
offerings for church support, missions, etc.?
13: 1 know that other church members pray forme regularly.
24: 1 enjoy reading the Bible on my own.
34: I experience the transforming influences faith has m the different areas of
my life (i.e. profession, family, spare time, etc.).
43: I am enthusiastic aboutmy church.
5 1 : The Word ofGod is the most important authority in the decisions ofmy
everyday life.
58: Our pastor is a spiritual example to me.
59: Very often, 1 have reason to thank God for His work inmy life.
75: I often tell other Christians when I have experienced something firom God.
83 : People in our church are highly motivated to do church work.
84: Times ofprayer are an inspiring experience for me.
85: When a church member is obviously in the wrong (moral misconduct,
willful disobedience, etc.), this is corrected with love, but firmly.
4. Functional structures. The fourth symptom ofhealth detailed in the NCD
research is functional structiires. Schwarz points out that "stucture" and "Ufe" are not
opposites. On the contrary, he clauns that "biological research reveals that dead matter
and living organisms are not distinguished by their substance, as somemight think, but
by the specific structure of the relationship of the individual parts to each other" (Natoral
29). This connection between Ufe and structore was established in the act of creation
when God formed and shaped our world.
The missional or functional units of the chmch�^worship, nurtme, evangelism,
community, and service�^must be supported by structmes of the congregation. Warren's
purpose-driven model of chmch life recommends that chmches structme themselves
according to their purpose, staff according to purpose, and budget according to purpose
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(138-152). George Bama discovered in his research on successful chvirches that an
important relationship exists between a congregation's attitude toward congregational
stmcture and its subsequent growth. He writes:
Although successful churches did not utilize a common stmcture, they did
subscribe to a common philosophy.- the ministry is not called tofit the
church 's structure; the structure exists to fiirther effective ministry
[original emphasis]. These churches had a keen sense of direction and
purpose. . . . Their top priority was to achieve theirministry goals. If the
organizational charts and stmctural procedures inhibited such ministry,
they would cautiously but willingly work around the barriers. They were
not about to let a man-made system hinder their ability to take advantage
of a God-given opportunity to change lives for the Kingdom. ... The
stmctures they used had been developed, accepted, implemented,
reevaluated and upgraded. At all times the focus was upon ministry, not
stmcmre. (Successfiil Churches 137-138)
The NCD research confirmed, for the first time according to Schwarz, that an
extremely negative relationship exists between traditionalism and qualitative and
quantitative growth (Natural 28). Consequently, one of the important responsibilities for
empowering leaders is to continually develop, implement, evaluate, and refine stmcmres
that will help rather than hinder effectiveministry. As Jesus said "And no one puts new
wine into old wineskins; otherwise the new wine will burst the skins and will be spilled,
and the skins will be destroyed. But new wine must be put into fresh wineskins" (Luke
5:37-38).
On the issue of ftmctional stmctures, the NCD survey evaluates the following
areas:
� The effectiveness of the organizational stmctures and systems;
� The oversight given by the church leadership;
� The sense ofplarming, goal setting, and vision in the congregational leaders; and.
� The creativity and ability to lead and manage change.
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The survey contains the following questions for lay people:
14: 1 am hilly informed about our church plan for church growth.
25: 1 know which goals our church will pursue in the coming years.
35: It is my impression that the stmcmre of our church hinders church life
rather than promotes it.
44: The activities of our church are characterized by successfiil planning and
organization.
52: In our church we often try new things.
60: I could write down the organizational stmcture inmy church.
69: The lay people of our church are trained fi-equently.
76: 1 consider our church to be traditional.
78: In our church there is a leader for each ministry.
Pastors are asked to respond to the following questions on the questioimaire:
25: I have a written, formulated plan for the next steps of our church growth.
35: The leaders of our church have fi-equent meetings (i.e. at least once per
month) for discussion.
58: We have leaders for the individual ministries in our church.
59: Our church reacts to change with skepticism.
65: The church leaders (elders, deacons, board, etc.) actively support
evangelism and building up the church fellowship.
66: The leaders of small groups orministries each have apprentice leaders.
5. Inspiruag Worship Services. Public worship services have always been the
focal point of congregational life. Schwarz believes that "no area of church life in which
the important distinction betweenmodels and principles is so fi-equently ignored"
(Natural 30). NCD argues that no matter what worship style or form is adopted�free or
liturgical, traditional or contemporary, seeker-targeted or seeker-sensitive�it makes no
difference to church health or growth. The criterion, according to NCD, is how inspiring
the service is for the participants. "It is this criterion which separates demonstrably
growing chm-ches from stagnant and declining ones" (31).
In order to assess the extent to which the worship services are inspirational for the
participants, the NCD survey evaluates the following areas:
� Feelings ofbeing inspired.;
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� Care for children;
� Life transforming preaching;
� Visitor friendly; and,
� God-centered and celebrative music.
The questions on the questionnaire for lay people to complete are:
1 5 : Attending the worship service is an inspiring experience for me.
26: 1 enjoy listening to the sermons in the worship service.
36: 1 feel that the church service has a positive influence on me.
45: 1 feel that the sermon in the worship service speaks to my life needs.
61 : The music in the church services helps me to worship God.
62: Optimal care is given to our children during church services.
70: I'm often bored in the worship service.
79: My most important motive for attending the church service is a sense of
duty.
87: I enjoy bringing visitors to our church services.
90: In our worship services new faces are a rarity.
The question on the pastor's questionnaire for this quality characteristic is:
24: Our church services atfract visitors.
6. Holistic small groups. Holistic small groups, according to Namral Church
Development, are small groups that fulfill a variety ofpurposes. They not only meet the
needs of the group members, but they also reach out to unchurched people and provide
oppormnities for gift-orientedministry and leadership development. They "go beyond
simply discussing Bible passages, to applying its spiritual message in daily life"
(Schwarz, Natural 32).
Schwarz believes that the NCD research indicates that small groups are exfremely
important in congregational health and growth. Rather than being a supplement to church
life, Schwarz says, "much of the essence of true church life is worked out in small
groups" (Natural 33). He continues:
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Our research confirms that the larger a church becomes, the more
decisive the small group principle will be in respect to her further growth.
After we had processed all 4.2 million answers fi^om our survey,
we calculated which of the 170 variables had the most significant
relationship to church growth. It is probably no coincidence that our
computer survey selected this variable ofholistic small groups: "Our
church consciously promotes the multiplication of small groups through
cell division."
Ifwe were to identify any one principle as the most important�
even though our research shows that the interplay of all basic elements is
important - then, without a doubt, it would be the multiplication of small
groups. (33)
The NCD survey is designed to evaluate the following areas of a congregation's
group life ministry:
� The atmosphere of transparency, sharing, and trust;
� The spiritual orientation of the groups;
� The extent to which the groups meet members' felt needs;
� Relevance of the group to daily life;
� Sensitivity of the group to guests;
� The multiplication of disciples, leaders, and groups; and,
� The active participation of group members.
The survey contains the following questions for lay people:
16: I am a member of a group in my church where it is possible to talk about
personal problems.
27: I am a member of a group inmy church in which others will pray with me
and for me ifneeded.
37: I am a member of a group in our church in which we talk about spiritual
issues.
46: I am a member of a small group inmy church in which I feel at home.
53 : In my small group, we spend lots of time with things which are irrelevant to
me.
63: In my small group we show trust towards one another.
71: I can be as active as I like in my small group.
80: In the groups I belong to it is easy for newcomers to be integrated.
88: It is the declared goal of our small groups to reproduce themselves by cell
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division.
The survey contains the following questions for the pastor:
36: The leaders in all ministry areas are trained for their tasks.
60: In our church we consciously promote the reproduction of small groups by
dividing them.
79: What percentage ofyour congregation is integrated into small groups?
7. Need-oriented evangelism. Schwarz believes that "hardly any aspect of
church growth is as riddled with cliches, dogmas, and m54:hs as the area of evangelism"
(Natural 34). He argues that previous research focused on finding successfiil programs
and erroneously believed them to be universal church growth principles. He then
presents what he believes is "the key to church growth"�^need-oriented evangelism.
Need-oriented evangelism is where the local congregation focuses its evangelistic efforts
on the questions and needs ofnon-Christians (35). Schwarz argues that rather than
challenging Christians to build new relationships with non-Christians, they should
intentionally cultivate the already existing relationships as contacts for evangelism.
The NCD Survey seeks to assess a congregation's health in this area by
evaluating the following areas:
� To what extent does personal evangelism take place?
� Does the church have corporate evangelistic strategies?
� Is the church aware of the needs of seekers? and,
� Is there effective assimilation ofnew Christians?
The NCD survey contains the following questions for lay people:
17: I know that programs exist in our church which are particularly applicable
to non-Christians.
28: New Christians find fiiends in our church quickly.
38: It is my impression that the evangelistic activities in our church lack
imagination.
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47: When new people come to church events, we approach them openly
and lovingly.
54: In our church the subject of evangelism is discussed at all possible
opportunities.
64: 1 enjoy bringing along my friends, colleagues, or relatives (who do not yet
know Jesus) to church.
72: I pray formy friends, colleagues and relatives who do not yet know Jesus
Christ, that they will come to faith.
81: It is hard for me to sum up in a few phrases what faith means for me.
91 : I try to deepen my relationships with people who do not yet know Jesus
Christ.
The smvey contains the following questions for the pastor:
26: Our church has specialized ministries for new believers.
37: 1 know which individuals in our church have the gift of evangelism.
61 : The church leadership supports individual Christians in their evangelistic
activities.
67: We set great importance on integrating newly converted people into
evangelistic work.
8. Loving relationships. The last characteristic of congregational life that is
evaluated by the NCD survey is the quality of the members' relationships with each
other. Schwarz states that the NCD research "indicates that there is a highly significant
relationship between the ability of a church to demonsfrate love and its growth potential"
(Natural 36). Schwarz is carefiil to point out that this "love quotient" must be understood
from the biblical definition of love as "finiit, action, or deed" rather than from a secular
concept of love as a feeling that comes and goes (37). If love is viewedmerely as a
feeling, the love quotient cannot be empirically measured, but when considered as action
or deeds empirical research is possible.
Therefore, in order to measure the "love quotient," the questionnaire seeks to
evaluate the following specific areas of congregational life:
� The atmosphere ofjoy and trust;
� The extent of interdependent relationships;
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� The extent of affirmation and encouragement; and,
� The extent of intentional conflict resolution.
Lay people are asked to respond to the following questions:
1 : How much time do you spend per week (excluding church meetings) with
friends from the chtuch?
2: How often have you been invited by church members (not relatives) for
dinner or coffee during the past two months?
3: How often have you invited church members (not relatives) for dinner or
coffee during the past two months?
18: I find it easy to tell other Christians about my feelings.
29: In our church it is possible to talk with other people about feelings and
problems.
39: There is a lot ofjoy and laughter in our church.
48: The atmosphere of our church is sfrongly influenced by praise and
compliments.
55: When someone in our church does a good job I tell them.
65: When someone in our church has a different opinion from me, I prefer to
be silent rather than to endanger peace.
Pastors are asked to respond to the following questions:
27: I consider it dangerous to worry too much about "feeling comfortable" in
the church fellowship.
38: I know about the personal problems of the core lay people.
62: It is important for me to regularly express praise and acknowledgment to
the lay people.
Waldo Weming built his model upon the eight quality characteristics found in
Natural Church Development and added "four leading indicators"�the centrality of
God's word/gospel/grace, mission and vision driven, biblical financial stewardship, and
church planting.
One of the most recent studies and publications on church health is Becoming a
Healthy Church by Stephen A. Macchia. Macchia' s work is based on his ministry with
Vision New England and presents ten characteristics ofhealthy churches. He writes:
As we studied what a healthy chm-ch looks like, we realized we had
identified ten characteristics of a healthy chmch. This outline ofhealth.
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however, is not program-based or prescriptive in any specific manner but
is written so that any bibhcally based congregation can utihze it regardless
of church size, denominational affiliation, ethnic diversity, geographical
representation, or type of community. (14)
Macchia's ten characteristics are: (1) God's Empowering Presence, (2) God-
Exaltmg Worship, (3) Spiritual Disciplines, (4) Leaming and Growing in Community, (5)
A Commitment to Loving and Caring Relationships, (6) Servant-Leadership
Development, (7) An Outward Focus, (8) Wise Adminish-ation and Accountability, (9)
Networkmg with the Body ofChrist, and (10) Stewardship and Generosity. (23)
After developing these ten characteristics fi-om his own research and observation,
Macchia surveyed 1,899 people and asked them to assess the ten characteristics.
Regarding the results of this, Macchia writes:
With very few exceptions�and regardless of race, gender, denomination,
age, number of years as a believer, responsibility in the church (pastor,
ministry leader, or laity)�^the basic rank of the ten characteristics held
constant. Demography, attitudes, behaviors, affiliations, and so forth did
not appear to make a difference in how respondents rated these
characteristics. (22)
Macchia decided not to list the spiritual disciplines ofBible reading and prayer as
separate categories as he felt this might indicate that they are distinct aspects of
individual and congregational life. Instead, he claims Scripture and prayer are central to
every one of the ten characteristics. In addition to the emphasis on Scripture and prayer,
Macchia claimed that his visits to healthy churches also revealed nine other common
indicators of health. These were love, acceptance and forgiveness, relational integrity,
hunger for personal growth, a shift fi-om traditional to congregational worship, high
priority ofprayer, relationship-centered mmistry, use ofpersonal stories, sacrificial
service by many people, and networking (24).
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Church Health: Learning from the Human Body
As we have already seen, one of the most dominant images for the church in the
New Testament is that of a living, growing organism�a body. It is therefore appropriate
to consider health from a biological perspective.
The Family Medical Guide to Health and Fitness describes the health of the
human body by dividing the body into different units and systems and emphasizing the
necessity ofbalance between the Functional Units, Support Systems, and Guidance
Systems. This information is presented in Table 2. 1 .
Table 2.1
The Units and Systems ofHuman Health
Functional Units Support Systems Guidance Systems
Enzymes Respiratory Nervous
Cells Circulation Hormonal
Glands and Organs Digestion Mechanical
Elimination
The physical health of the human body, is based on the balance and interplay of
each of the various units and systems.
Every ftmctional unit must have adequate support and appropriate
guidance to carry out its every activity. When every ftmctional unit is
working efficiently, each within its own physiological range, and is
adequately supported and appropriately guided, you have health, and your
body is able to resist disease. But when biological range is exceeded, that
is, when there is either an excess or deficiency in a particular area, the
result is imbalance, and you become susceptible to disease. (31-32)
The Family Medical Guide also points out that by separating the units and
systems of the hiunan body into individual parts it is easier to diagnose problems and
illness. Furthermore, the foundation of suitable medical intervention to improve health is
accurately diagnosing the specific unit or system that is not functioning appropriately and
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in balance with the others (3-5). 1 believe this information regarding the health of the
human body is not only interesting but is also helpfiil in any consideration of the health of
a congregation. I uitend to come back to this model ofhuman health later in this
literature review.
Models of Church Health: A Summary
In the foregoing review of a number ofmodels of church health, we have seen
some models can be clustered together into groups. Some authors focused on the
essential purposes and fimctions of the church. Others focused on the characteristics or
qualities that describe or defme church health. A third group focused on systems and
strategies for producing healthy growth. This is not to say that significant overlap
between groups does not exist, or that the clusters are fiiUy descriptive of each model or
approach.
Those that focus more particularly on the purposes or functions of the church
include:
� Howard Snyder's primary fimctions ofworship, community, and witness, leading
to instruction, repentance, celebration, discipline, sanctification, gifts of the Spirit,
evangelism, service, justice; and,
� Rick Warren's five purposes of the church: worship, ministry, evangelism,
fellowship, and discipleship.
Those that propose that a healthy congregation will exhibit a blend of spiritual,
cultural, and strategic elements base their insights on the Scriptures but also employ
insights fi^om the social sciences and business management. Examples of this would be:
� Peter Wagner's seven vital areas for congregation health�^the pastor, the people,
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church size, structures and fiinctions, homogeneous unit, methods, priorities; and,
� Leith Anderson's characteristics of congregation heahh�glorifying God,
producing disciples, exercising spiritual gifts, evangelism that leads to growth and
reproduction, the incorporation ofnewcomers, openness to change, trust in God, and
attractiveness to others.
The third grouping ofmodels for a healthy congregation is for those primarily
interested in identifying specific characteristics of congregational health. These models
have been developed following biblical principles and empirical research. Examples are
Macchia's ten characteristics of a healthy church and Schwarz's eight essential qualities
ofhealthy churches. When these two are compared, we discover that both models share a
number of distinctive elements in addition to their common ground ofbiblical and
empirical research.
First, both claim that their model can be used universally. Macchia says that his
outline ofhealth was written so that "any biblically based congregation can utilize it
regardless of chmch size, denominational affiliation, ethnic diversity, geographical
representation, or type of community" (14). Schwarz points out that many of the so-
called "principles of chmch growth" (though he does not specify which ones) are nothing
more than localized ideas rather than imiversal principles; however, he claims ofNatural
Church Development that it "provides the first scientifically verifiable answer to the
question, 'What church growth principles are true, regardless of culture and theological
persuasion?' 'What should every chmch and every Christian do to obey the Great
Commission in today's world?'" (1 8-19). These models claim to be universal do, in fact,
show a remarkable similarity to each other in terms of the topics and areas addressed and
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the advice given; however, I believe Schwarz's claim to universality is more acceptable
given that his empirical research was on a much larger scale than Macchia's, and it was
done in many different cultural and geographical locations. Macchia's research has yet to
be tested in this way. Table 2.2 below compares the various elements in each of these
models.
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Table 2.2
A Comparison between the Health Characteristics in Natural Church
Development (Schwarz) and Becoming a Healthy Church (Macchia)
Natural Church Development
Eight Quality Characteristics
Christian A. Schwarz
Becoming a Healthy Church
Ten Characteristics
Stephen A. Macchia
Empowering Leadership Servant-Leadership Development
Gift-Oriented Ministry
Passionate Spirituality Spirimal Disciplines
Functional Structures Wise Administration and Accountability
Inspiring Worship Service God's Empowering Presence
God-Exalting Worship
Holistic Small Groups Leaming and Growing in Commmiity
Need-Oriented Evangelism An Outward Focus
Loving Relationships Loving and Caring Relationships
Stewardship and Generosity
Networking with the Body ofChrist
While the terminology for the characteristics differs in the two models, both
models have close agreement in substance. The table reveals that only one of Schwarz's
qualities does not have a parallel in Macchia's characteristics�Gift-Oriented Ministry;
however, this could have been included (but was not) in Macchia's section on
Stewardship. After all, ministry on the basis ofgiftedness is a matter ofChristian
stewardship. The table also reveals that Macchia suggests two characteristics without a
direct relationship in Schwarz's list�Stewardship and Generosity, and Networking with
the Body ofChrist. However, Schwarz does talk a little about networking with others in
the body ofChrist in the section on Empowering Leadership. While Schwarz does not
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talk specifically about financial stewardship and generosity, these characteristics are
identifiable in a church by examining the income and expendimre of a church in relation
to its size.
A second area of similarity in these models is that both seek to qualify the nouns
they use to describe certain topics of church health�^leadership, worship, relationships�
with a descriptive adjective. For instance, Macchia talks about God-exalting worship,
and Schwarz talks about inspiring worship; Macchia describes loving and caring
Relationships, while Schwarz also prefixes relationships with the adjective loving. This
implies that certain things are present in every congregation�leadership, structures,
evangelism, relationships, etc.�^but what differentiates a healthy congregation from one
ill in health is the nature and balance of the leadership, structures, relationships, etc.
A third similarity m these two models is that both recognize church health results
from a dynamic balance of the various characteristics. In this respect, they are both
organic models�^very much using an understanding ofhealth as that suggested by the
Family Medical Guide for human health. They accept that no one characteristic produces
health, but a lack in one areawill have an adverse effect upon overall health. Health
results from the balanced and harmonious interplay of all the characteristics, and growth
results from health.
Inmy research project, I intend to use Schwarz's Natural Church Development
diagnostic tool in order to evaluate chmch health. Two main reasons affect this choice.
First, extensively tested, its reliability and validity are proven. Second, sufficient
publications based upon the model are available to enable me to design a means of
intervention in an attempt to improve church health.
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Strategic Planning and Cliange
Earlier in this paper, 1 defined the strategic planning process as a process by
which an organization, in this case a congregation, will evaluate every aspect of its life
and health, envision its fiiture, and develop the necessary procedures and operations to
achieve that fiiture. Some of the objectives of this planning include the development of a
purpose statement that articulates the organization's reason for existence, the
identification of the core values that define and guide the organization, a vision statement
that describes the preferred future condition, and a strategic plan to make the vision a
reality.
We also noted that many ofAmerica's churches are on a plateau or in decline, and
that the number of unchurched people in America is increasing. Every church has a life
cycle: Birth�Growth�Plateau�Decline�^Death. At certain times the life cycle can be
interrupted and new vision and life restored. How can we intervene in the life cycle of
these congregations and bring renewed life and vision? The windows of opportunity for
intervention in a congregation's life cycle open periodically, and the wise pastor must be
ready to use them to accomplish change.
Much has been written, both in secular and Christian literature, about initiating,
leading, and managing change. A selective review follows, organized by topics, of some
texts that 1 consider to be helpfiil.
The Change Agent
The first and most basic lesson that can be leamed fi-om those who have written
about change is that if change is to be effective and transforming, it requires a change
agent, or agents, to lead the way. Schaller writes, "One of the more highly visible
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methods of intervention in congregational life is the appearance of the skilled, persuasive,
respected, influential, and effective leader who (a) has a vision of a new and different
tomorrow, (b) can persuasively commimicate that vision to others" (Create 24). Schaller
also writes,
Revitalization as a movement requires certain types of leaders, who by
temperament, are reformers, not revolutionaries, who are patient and able
to accept a long-term view of the process of change, who view
compromise as a useful tactic in that long-term process, and who are
comfortable working within the existing strucmres of society (68).
In the context of this research project, a number of change agents can be
identified. First, the conference bishop, in his dialogue with the goveming board during
the pastoral vacancy, stated that he believed certain aspects of the church's life and
witness needed to change. His primary concem was that the public worship services
should reach more of the younger people in the community through a more contemporary
style ofworship. He told the goveming board that he was not willing to endorse or
appoint any candidate who was not willing to lead the church in that direction. Second,
the goveming board had agreed to conduct a master planning process within the
congregation in order to evaluate the present ministries and stmctures and make the
necessary changes. The fact that planned change was on the agenda of the church's
leadership was communicated to me in the candidating process. Discussion ofhow I
would lead and assist in this process comprised a considerable part of the interview for
the vacancy. I conclude, therefore, that one of the reasons that I was called by the church
and appointed by the bishop was to be a change agent in a collaborative process of
strategic planning and change.
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Opportunities for Change
As indicated earher, certain windows of opportunity exist in a congregation's life
for planned change to be initiated and implemented. Often these windows result fi-om a
widely perceived crisis. A crisis may take many forms: an aging congregation, plateau or
decline, resignation or retirement of the pastor, natural disaster, church split, moral lapse
ofpastor, etc. Crises interrupt the status quo in painfiil ways. Malphurs calls the change
ofpastors a "window-opening event to implement a new vision for the church" (Pouring
116). The resignation or removal has already upset the status quo, and most people will
grant the new pastor a certain amoxmt of leverage. They also realize that the pastor does
not know the protocol ofhow things are done in that congregation; furthermore, they
want to make a good impression on the new pastor.
Little doubt exists that the literature regarding pastoral tenure supports long-term
pastorates. Robert Seymour states that a congregation rarely experiences long-term
growth "without having the same pastor at the helm for a long time" (21). Lynn
Anderson, writing in an article entitled "Why I've Stayed" writes,
The first two years you can do nothing wrong. The second two years you
can do nothing right. The fifth and sixth years of aministry, either you
leave, or the people who think you can do nothing right leave. Or you
change, or they change, or you both change. Productiveministry emerges
somewhere in the seventh year or beyond. (77)
However, a key question arising from long-term, successfiil pastoral tenure is the
matter of succession. Someone has to replace the much-loved pastor. A change ofpastor
can have helpfiil and adverse effects upon a congregation. Low congregation and staff
morale and even conflict can emerge with a change ofpastor. No doubt, however, the
change ofpastor provides a window ofopportunity for interventions to fiirther stimulate
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growth. In my specific case, I believe that the leading ofplanned change in the Carlisle
Brethren in Christ Church is one reason why I was offered the position of senior pastor.
Oscar Grusky argues that "succession is important for two basic reasons: (1)
administrative succession always leads to organizational instability, and (2) it is a
phenomenon that all organizations must cope with" (105). Grusky explains that a new
leader can provide that necessary "new blood" for the organization that is necessary to
help adapt to a changing environment. On the other hand, Grusky points out that since
the new leader who is desiring to effect change is often a newcomer to the organization
with limited working knowledge of the people and systems this can "contribute to a lack
of organizational cohesiveness and a general decrease in the effective fimctioning of the
system" (106). In these circumstances the successor can be perceived as a disruptive
force (108).
Schaller points out that churches often make mistakes during a pastoral vacancy.
He writes, "Often there is an unintentional effort to build failvne into the process by
expecting the successor to be a carbon copy of the long-term minister rather than
assuming that a change ofpastors usually means a change for the congregation" (Survival
202). In my own case, I am not at all like my predecessor. I am yoimger, from a
different county, and new to the Brethren in Christ denomination. These facts make the
following comments by John Perkins all the more relevant:
I've seen churches and organizations go through major upheaval when the
pastor or director leaves. They feel obligated to find someone who is
similarly dynamic or forceful, but any time you go outside to find a leader,
the new leader will rarely be exactly in line with the direction of the
ministry. It takes time for the values, dreams and personalities involved in
the ministry to be fiiUy vmderstood by the new leader. (72)
Schaller suggests that one way a new pastormay approach his new pastorate is to
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view it as a series of terms or chapters. Each term would last from one to four years. The
first term, which would last between one to two years, would be an interim period of
fransition to enable the congregation to adapt to a new ministry perspective, personality,
and style. The second term, perhaps between two and five years, would lead to a new
direction in ministry with new emphases, ministries, and programs. Following these two
terms, others can be negotiated dependent on the context and congregational needs. This
system, Schaller argues, helps both minister and congregation to understand the dynamics
of change, the reasons behind changes, and the impact of changes in ministerial
leadership role and style (Survival 200).
Much of the advice given to new pastors is not to make too manymajor changes
dviring the first year. For example, "Make no major changes during the first year on a
field" (Perry and Lias 39).
Others advocate change early in the new pastorate. Randy Frazee, having led his
congregation back to health and vitality, believes that a specific and targeted sense of
direction must be outlined by the senior minister in the first year (49). Schaller says that
one of the best times for implementing change is during the honeymoon period. He
writes:
Experience suggests that (a) the greater the need for a redefinition of the
role of that parish, and/or (b) the more competitive the local ecclesiastical
scene, and/or (c) the longer that pattem of decline has prevailed, the more
critical it is for a newly arrived pastor to focus on reversing that decline
during the first several months of that new pastorate. If the reversal is not
underway by the end of the first eighteen months of the pastorate, it
probably will not happen without radical changes. This generalization is
consistent with the fradition of taking advantage of that honeymoon first
year in a new pastorate. (Create 75)
These examples illusfrate that a nvunber of advantages exist for implementing
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change early in the new pastorate, particularly in a declining church�^the pastor avoids
the pitfall ofbecoming identified with the stams quo; a foundation can be laid on which
to build momentum for fiiture changes when resistance is likely to be greater; and, the
pastor is perceived as a change agent and hence the tendency is to expect him to continue
introducing new, irmovative ideas.
However, Am wams that identifying the windows of opportunity for intervention
is not sufficient to stimulate growth. He writes;
An intervention event, by itself, will not produce growth ... the new pastor
arrives and business continues; the sanctuary is rebuilt, the renewed pastor
or lay leader loses enthusiasm or leaves; the seminar is forgotten.
Intervention events only create 'windows of opportunity" which, for a
limited time create an environment where growth is more likely to occur-
if appropriate strategy is applied. (43)
Resistance to Change
Uponmy arrival in Carlisle I believed the Carlisle Brethren in Christ Church was
already in a state of readiness for change. While this may have been tme for some
people, many others may not have been as convinced of the necessity for change. People
oppose change for a number of reasons. Malphvirs points out that the astute change agent
"had better be aware of the more common reasons ifhe is to lead a church successfiilly
through the change process" (Pouring 79).
Some people oppose change because they simply do not see the need for it. They
are comfortable with the status quo, especially if they perceive their personal needs are
being met. No one will ever cite self-centeredness as a reason for opposing change, but
when they want their needs met first this is what they are.
Many people have the vested interests ofposition, power, and prestige in a local
church. Change can threaten these. Joel Barker says that when an organization changes
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to a new paradigm, "everyone goes back to zero. By zero I mean that whatever leverage
one had because of the old paradigm is dramatically diminished with emergence of the
new" (90).
Another reason why some people resist change is that Americans, chmched and
unchurched, are on change overload. People can only handle so much over a short period
of time. In a world of fast-paced change, the church represents the one place where they
can go and get away from it all, to pause and regain their composure. The church is the
only thing in their lives that does not change and provides them with a certain amount of
stability. "Consequently to attempt to change what has become an island of stability is
most threatening" (Malphurs, Pouring 88). Change produces complexity for church
members. The namral tendency is to resist the complexity by opposing the change. The
solution is to balance good management with good leadership.
Barker believes that some people oppose change because they simply cannot see
the need for it. He writes, "What may be perfectly visible, perfectly obvious, to persons
with one paradigm may be quite literally invisible to persons with a different paradigm"
(42).
Congregational Culture and Values
Leadership always takes place in a context. In the market place, the context is
called the corporate culture. In the church, it is the congregational cultme (Malphurs,
Pouring 83). The congregational cultme consists of the traditions and values the chmch
has acquired over the years of its existence. The primary motivating factor in the
congregational cultme is the chmch' s values. Schaller writes: "The most important
single element of any corporate, congregational, or denominational culmre, however, is
Robinson 65
the value system." He continues, "The values of any organization control priorities,
provide the foundation for formulating goals, and set the tone and direction of the
organization" (Getting Things Done 152-153).
A chmch' s core values govem its life and ministry. They explain why a chmch
does what it does. They represent the church's priorities and shape its ministry decisions.
Malphms, therefore, points out that the one of the most important jobs for change agents
is to help the church change its values before attempting to change its programs (Pouring
84). Frazee believes that the goveming board must adopt several values that are inbred
into the life and culture of the church and set the ground mles for change to prevent the
chmch from retuming to the same position as before (49).
The Process for Change
Many authors, both Christian and secular, outline various procedmes and
processes for the initiation and implementation ofplanned change.
Malphms, in Pouring NewWine into Old Wineskins, suggests that prior to any
attempt to initiate change time must be taken to prepare the soil. He suggests this should
be done by prayer, evaluation of the situation, and evaluation of the leadership�^is the
pastor the right person for the job? Following this period ofpreparation, Malphms
suggests using the three-phase formula peimed by Kurt Lewin in 1943: (1) Unfreeze the
present situation; (2) Move to a new level; and, (3) Refreeze at the new level.
Churches are often filled with people who are frozen in the stams quo. The best
way to unfreeze this is by helping them become discontent with the way things are. The
leader must therefore create discontent. Schaller says, "In any discussion of intentional
change it is almost impossible to overstate the importance of discontent. Without
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discontent with the present situation there can be no planned, internally motivated and
directed intentional change" (The Change Agent 89). Leaders can unfreeze the stams quo
in many ways. One of the possibilities is the asking of specific questions and indicating
new possibilities. The important thing is that the change agent must be proactive in the
process ofunfreezing the present simation.
If the congregation is discontent with the status quo, it is ready to be inspired by
what the fiiture might hold. This requires casting a new vision. An organizational vision
is a "clear and challenging picture of the fiiture of a ministry as its leadership believes it
can and must be" (Malphurs, Developing 134). A new vision of a preferred fixture
condition is therefore critical in the change process. This vision must be clear and
compelling and will require cultivation, communication, and constant clarification.
Following the casting of a new vision, an initial plan is required to implement the
vision. Malphurs states that a typical plan may include the formulation of a mission
statement, an evaluation of the chvuch's current situation, a statement of goals and
objectives, the assigmnent of responsibilities, an estimate of costs, and a review system to
monitor progress (Pouring 137).
The third part of this phase of the process, according to Malphurs, is the
recruitment of a vocal, articulate, visionary team to aid in the implementation of the
dream (Pouring 138). New Testamentministry is teamministry and the change agent
must be able to identify the early adopters who influence the congregation and enlist their
support. Without this level of significant help, systemic change is unlikely to occur.
Following any kind of change, the ever-present temptation is to slip back to the
way things were. The nature of a system is to retum to homeostasis�^the status quo�
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thus every system has a negative feedback loop that tries to remm to the accustomed set
point. The gmmbling of the Israelites in the wildemess indicated their desire to retum to
Egypt�the status quo (Num. 14:1-3). Schaller asks, "How can the change be stabilized
at this point of equilibrium to prevent slipping back to a former state of affairs, but not
fixed so rigidly that the current effort at freezing will be a barrier to further change in the
fiiture?" (The Change Agent 1 1 7). Malphurs suggests systematic evaluation as the most
effective way to prevent slippage and promote fiirther change (Pouring 141).
John Kotter's Leading Change presents a sequential and interdependent eight-
stage change process that has been successfully used in congregational transformation
efforts. For example, Jim Herrington and Mike Bonem developed a process called
Leading Your Church through Change for the Union Baptist Association (UBA) in
Houston, Texas, using Kotter's work as the base for their efforts in congregational
revitalization. The process they propose is as follows:
(1) Makingpersonalpreparation. Tme transformation is a long-term difficult
process that involves challenges and conflict; therefore, the leader(s) must be convinced
of the need for change and of the need for God's presence and help in the process (12).
(2) Creating urgency. This step corresponds with the encouragement of
discontent that Malphurs suggested. It can be achieved by highlighting the gap between
the current reality and God's ideal. However, this be done in a spirit of love and without
blame, especially in a new pastorate. The new pastor does not want to give the
impression that everything before he came was bad and that he has all the answers (12).
This is particularly important for me to remember because the Carlisle church has a great
history and is not a church in decline.
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(3) Establishing a vision community. The UBA point out that a group of leaders,
managers, and influencers is required to lead the transformational process. This
community is critical because it will give the process credibility and increase the chance
of deep lasting change occurring (12).
(4) Discerning vision and a visionpath. The vision community needs to help the
congregation envision a new future. An effective vision can be a powerful motivator for
the congregation. Peter Senge points out that a shared vision is not an idea. It is a force
in people's hearts�if it is compelling enough to acquire the support ofmore than one
person. He writes, "A vision is truly shared when you and I have a similar picture and
are committed to one another having it, not just to each ofus, individually, having it.
When people truly share a vision they are connected, bound together by a common
aspiration" (206).
The UBA note that this is a time-consuming stage that must not be rushed or the
congregationwill feel left behind and will resist the proposed changes (Herrington and
Bonem 13). Establishing key priorities and objectives, determining unambiguous
measurements that will signify progress, and identifying and proactively managing
potential areas ofconflict is important.
(5) Communicating vision. This is the critical link between the vision community
and the congregation (13). Many authors estimate that leaders under communicate the
vision (e.g., Kotter; Galloway; Schaller). The congregation must understand that the
vision and this means more than simply reciting it. Senge believes that if the leadership
has utilized a shared vision process the congregation has a greater chance of supporting
the vision. He argues that the only vision that motivates an individual is their own, one
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that is rooted in their values, concems, and aspirations. He writes:
Shared visions emerge from personal visions. This is how they derive
their energy and how they foster commitment. Ifpeople do not have their
own vision, all they can do is "sign up" for someone else's. The result is
compliance, never commitment. On the other hand, people with a sfrong
sense ofpersonal direction can join together to create powerfiil synergy
toward what I/we tmly want. (211)
(6) Empowering the vision community. Here begins the implementation stage.
The most important issue at this point of the process is identifying and removing barriers
to change. It also includes leaming the new skills and attitudes that are required if the
vision is to be accomplished. The UBA identify the most prominent barriers as
organizational stracture (committees and stafr), written or fraditional job assigmnents,
measurement systems, approval processes, and budgets (Herrington and Bonem 14).
(7) Implementing changes. This phase should aim for several short-term wins in
addition to longer-term goals. Celebration of the short-term wins will help reinforce the
change process and recognize that progress that has already been made. Important steps
in this process are the development of action plans and assigning responsibilities and
resources (15).
(8) Reinforcing momentum. The UBA believe that, "The fransformation process
is not complete until the entire congregation (people, programs, and systems) is aligned
with the vision" (15). However, as noted earher, the natural tendency is to slip back and
rest after celebrating initial successes. Therefore, the vision must be continually
revisited, new priorities determined, and new initiatives launched.
A secular business process for sfrategic planning comes from Goodstein, Nolan,
and Pfeiffer. They suggest a nine-stage sequential process, which, although designed for
the corporate world, has significant parallels with those intended for use by congregations
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(lOff). Their suggested process is as follows:
(1) Planning to Plan. Who will be involved? When should it be done? How long
will it take? What information will be required?
(2) Values Scan. A value scan examines the values of the members of the
plarming team, the current values of the church, the church's philosophy, its assumptions,
and its preferred culmre. The plarming team moves from individual focus to a broader
examination of the organization and how it works as a system.
(3) Mission Formulation. A clear statement of the essential business of the
organization, including (a) What fimctions do we perform? (b) For whom do we perform
these functions? (c) How does this organization go about fulfilling this function? and, (d)
Why does this organization exist? The why question is the existential question. It
provides the heart of the triangular relationship between the "what," "who," and "how."
(4) Strategic Business Modeling. This is the attempt to spell out in detail the
paths by which the organization's mission is to be accomplished. This phase usually
involves establishing quantifiable objectives. It has fourmajor elements: (a) Identify the
major qualities or characteristics we wish to see in the church; (b) Establish the critical
success indicators to frack progress of each characteristic; (c) Identify sfrategic thrusts by
which we will achieve our vision of the ideal fumre state; and, (d) Determine the culture
necessary to support our vision, critical success indicators, and sfrategic plans.
(5) Present Performance Audit. This provides understanding of the
organization's current performance. A SWOT analysis (sfrengths, weaknesses,
opportunities, threats), can be helpful at this point. Hard data is also required, so accurate
statistical information should be utilized. A Competitor Analysis is helpful to compare
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present performance with that of others. A Gap Analysis reveals the gap between the
current performance and the organization's vision. The question then becomes: How will
we close the gap? This is a critical phase as it provides the base for planning.
(6) IntegratedAction Plans. In this stage, two things are needed: first, the grand
strategies ormaster plans. A grand strategy is a comprehensive general approach that
guides the organization and its leadership in accomplishing their central purposes and
mission. Second, operational plans must reflect the grand strategy and include budgets
and timetables.
(7) Contingency or Problem Planning. At this stage the organization must
anticipate and plan for contingencies. This involves identifying the most important
extemal and intemal threats, most likely scenarios, and how the organization can respond
to these.
(8) Implementation. This stage is the concurrent initiation of several strategic,
tactical, and operational plans.
(9) ContinualReview andRefinement. The organization must insure that the new
plans and strategies are not viewed as set in stone. They need to regularly reevaluate
their operations and insure they are still effective and efficient.
Putting It Together: A Suggested Model
This selective literature review has examined various themes of literature related
to church health, chmch growth, change and transition, and pastoral succession. The
most important of these for the purpose of this project is that of chmch health. Scripture
is replete with images and analogies for the church, but the concept of church health is
drawn fi-om the image of the chmch as a living, growing organism�a body. I shall.
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therefore, use the lessons regarding the health of the human body that were detailed
earlier in this chapter as foundational in the development of a new model for church
health.
If the Church is to be likened to a living organism or body, these medical insights
provide a valuable framework or model for church health. Based on the description of
health discussed earlier from the Family Medical Guide with its different units and
systems, and incorporating the many other sources cited, I suggest that table 2.3 below
might be considered a comprehensive model for church health. Brief elaboration for each
area follows the table.
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Table 2.3
A Comprehensive Model ofChurch Health
Guidance Systems
Because the Church is not a human institution, but a divine one, its nature and health can
only be understood by following the "guidance systems" provided by the Designer.
> God's Word�the final authority in all matters of faith and practice
> God's Spirit�the one who leads and directs us in all things
> God's People�^those whom God has provided as spirimal leaders and the whole
community ofbelievers
Purpose
Through the "guidance systems" that God has provided we are able to discover the
purpose for which the Church was instituted. i.e., why the Church exists.
Mission
Through the "guidance systems" that God has provided, we are able to discover the
mission of the Church in the world today, i.e., what the Church is to do.
Missional or Health Symptoms or Characteristics
Functional Units
Empowering Leadership
Worship Gift-Oriented Ministry
Nurture Passionate Spirituality
Community Functional Structures
Evangelism Inspiring Worship
Service Holistic Groups
Need-Oriented Evangelism
Loving Relationships
Christian Stewardship
Spiritual Reproduction
Accountable Membership
Vision
Vision is the fiiture picture ofwhat the local church can become in its specific cultural
setting and context as all of the above dimensions of health operate in harmonious
balance and interplay.
Guidance Systems
Because the Church is God's idea, our understandmg of the nature and mission of
the Church must be based upon the guidance systems that God has given us. Just as the
functional units of the human body require guidance systems, so too a healthy church
needs to be guided and empowered. Churches are involved in a spiritual battle and
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cannot fulfil their mission without God's power and direction; consequently they must
recognize and use the means that God has provided to direct and empower his Church.
These include the centrality and supreme authority of God's Word, the indwelling,
empowering and directing presence of the Holy Spirit, the authority and importance of
qualified spirimal leaders and the community ofbelievers, and the critical importance of
prayer.
Purpose
We must remember that the model ofhmnan health provided by the Family
Medical Guide does not address the issue of the purpose of the human body. However, in
order to understand Church health, we must begin with the purpose of the Church.
I believe that the question ofpurpose in relation to the Church is a question of
why (Why is there such a thing as the Church?) rather than what (What is the Church to
do?).
The Church is clearly part ofGod's plan in accomplishing his purpose to
reconcile the world to himself. Human beings were created for a loving relationship with
God. This relationship was broken by sin, and consequently God initiated a rescue
mission to reconcile the world to himself. In so doing God is exalted and glorified. This
ministry of reconciliation is often referred to as "salvation history." Churches, therefore,
are not at liberty to define their own purpose. Theymay choose to articulate their own
purpose statement, but this must be based on and flow out of the one purpose for the
Church of Christ.
Mission
If "purpose" defines why the Church exists, "mission" describes what the Church
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is to do. God's plan to accomplish his mission of reconciliation included giving a number
ofmission agents in salvation history. He gave Abraham and the Jews as a called-out
community through whom he might bless all nations. He gave Christ to provide
salvation through his death. He gave the Holy Spirit to empower and indwell his people
so that they might accomplish his mission. He gave the Church to be the agents ofhis
mission in the world. The mission of the Church is therefore to work in the world today
so that hvunan beings might be reconciled to God and become the people he wants them
to be. As with purpose, churches are not at liberty to define their own unique mission.
Rather they can articulate a "Mission Statement" that details their contextualised
imderstanding of the biblical mission given to all churches. This imderstanding of the
Church's mission is fleshed-out in a number of specific missional or functional units.
Missional or Functional Units
Warren, Snyder, and others are correct in pointing out that the Great
Commandment and the Great Commission provide the specifics of the Church's mission.
The Great Cormnandment directs us to love and worship God with all our being, and to
love and serve other people. The Great Commission has only one imperative
command�^make disciples�^but this is to done through going (evangelism), baptizing
(incorporation into the community), and teaching (nurture); therefore, the fimctional
units of a healthy church are worship, service, nurture, community, and evangelism.
These five functional activities ought therefore to be the specific missional objectives by
which any local church desires to fiilfiU its purpose ofjoining God in his rescue mission.
Churches are to work so that human beings might be reconciled to God, enter the
community of God's people where they can be nurtured and where they can serve and be
Robinson 76
served, so that God might be worshipped and glorified.
Health Symptoms or Characteristics
In diagnosing health or illness in the human body, doctors look at vital signs or
symptoms�^pulse, blood pressure, temperature, etc. These measurable indicators provide
information related to how well the ftmctional units and support systems of the body are
working. In the same way, Schwarz and Macchia have helped us understand that certain
measurable characteristics in the life of every congregation can provide information
regarding the church's health. As noted earlier, both Schwarz and Macchia agreed
substantially on these characteristics. Schwarz's model has been particularly well tested
and has led to the development of a measurement tool designed to assess the level of
health, or otherwise, of these vital sjmiptoms. This tool isolates each symptom and
provides a measmement for each, but it also understands health as the harmonious
interplay of all the symptoms. The symptoms are made specific by a qualifying adjective
that clearly describes the particular nature of each quality characteristic. Interestingly,
NCD did not discover any thing that was particularly new or different. Schwarz's quality
characteristics involve areas of church life that church growth writers have highlighted
for years. What Schwarz did do, however, was clarify the specific nature of each
characteristic by adding a qualifying adjective. He also shifted the emphasis from
manufactured growth to natural organic growth as a result ofhealth in each symptom,
and particularly as a result ofbalance between each one. I believe that this shift of
emphasis has been helpfiil to many in the church who were imcertain of the church
growth literature but find church health very acceptable.
Schwarz does not suggest that these are the only important characteristics, but
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they are those that are measured empirically by the NCD survey. I would suggest that in
addition to these eight characteristics, three others should be added in order to give a
more complete description of church health�Christian Stewardship (a biblical attitude
and actions in relation to one's possessions, time, gifts, etc.). Spiritual Reproduction
(helping to plant new congregations), and Accountable Membership (the specific
behavior of church members in relation to the church's expectations).
Literature Review Summary
The Bible is a book of salvation history. It describes a holy and loving God
orchestrating a rescue plan in order to reconcile sinfiil human beings to himself. Within
this rescue mission, God has chosen to call out many different people as the agents ofhis
kingdom and mission. Beginning in the Old Testament and continuing through the New
Testament, these called-out people are understood to be a community ofpeople through
whom God is continuing his rescue mission in the world. Today the Church is the
corporate agent ofGod�^his called-out people. Through the life and ministry of the
Church God's will is done and his kingdom established. That the Church, as the body of
Christ, is healthy and fimctioning according to God's revelation is imperative.
As a living organism, the Church is capable ofhealth, growth, and reproduction,
or disease, decline, and death. In recent decades many writers have attempted to
stimulate church growth by focusing on methodology and progranuning. Within the last
few years however, growth has been increasingly imderstood as an outcome ofhealth.
Among those who argue for the primary importance ofhealth is Christian Schwarz.
Schwarz has developed and tested a model of church health known as Natural Church
Development. NCD seeks to evaluate congregational health by examining eight quality
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characteristics or heahh symptoms. These characteristics are important individually, but
health is found in the interplay of all eight, and this health leads to growth. NCD offers a
nmnber of strategic initiatives to improve church health including using the chmch' s
strength(s) (maximum factor) to improve its weaknesses (minimum factor).
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CHAPTER 3
DESIGN OF THE STUDY
Problem and Purpose
The number ofunchurched people in America is increasing. Research indicates
that the most effective way to reach new people with the gospel is to plant new
congregations. Research also indicates that not only is church planting more effective, it
is also less difficult than the renewal and revisioning ofAmerica's 350,000 established
congregations.
However, research also suggests that many congregations have been renewed and
their life cycle interrupted and extended. Examples of these old wineskins that have been
renewed include Wooddale Church in Eden Prairie, Miimesota, and Pantego Bible
Church in Arlington, Texas. The example and experiences of these churches provide
hope and lessons for the 80-85 percent ofAmerican congregations that are presently on a
plateau or in decline.
The concem of this project was to improve chvirch health as a consequence of a
strategic planning process and the implementation of the resulting strategic plan. A
second concem was to see how an increase in church health would lead to an increase in
church growth. The study assumes that the health and growth of chiurches can be
positively affected through a process of collaborative strategic planning; ftnthermore, the
study assumes that positive changes in church health can lead to growth in churches, even
those on a plateau or in decline. The study also assumes that the dynamics and issues
faced in a new pastorate impinge upon the collaborative strategic plarming process.
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Purpose Statement
The purpose of this project was to design and implement a strategic planning
process in a new pastorate in the Carlisle Brethren in Christ Church and measure the
results of this process in terms of church health and the subsequent possible correlation
between health and growth.
Description of the Project
In the fall 1998 the Church Board of the Carlisle Brethren in Christ Church
decided that the time had come for a strategic plarming process that would consider the
existing and fiitureministry of the church. On 3 1 January 1999, the Church Board
brought to the Congregational Council the following two goals for that year:
� Develop a Master Plan that evaluates the effectiveness of our worship format,
Sunday school schedule, ministries, small groups, and utilization of staff and
facilities.
� Implement changes in selected areas as a result of the Master Plan.
In May 1999, one week prior to my installation as senior pastor, the church's state
ofhealth was assessed using the Natural Church Development survey. This survey
assesses the health of congregations by measuring eight quality characteristics. These
are:
1 . Empowering Leadership;
2. Gift-Oriented Ministry;
3. Passionate Spirituality;
4. Functional Structures;
5. Inspiring Worship Services;
Robinson 81
6. Holistic Small Groups;
7. Need-oriented Evangelism; and,
8. Loving Relationships.
Followingmy arrival 1 immediately began to plan and lead a strategic planning
process. While the components and phases of the process were plaimed and
communicated from the outset, the process was also collaborative and dynamic and it was
adapted and changed throughout the eighteen months that are reported in this study.
The NCD survey was administered using the same methodology at the end of
August 1 999. This was for the purpose of revealing the initial response to my arrival as
the new senior pastor. The NCD survey was administered for a third time in November
2000 to reveal the health of the church following almost a year and a half of the sfrategic
planning and implementation process. During this eighteen-month process, the worship
attendance figures were also recorded and plotted.
A posttest qualitative survey containing four open-ended questions was given to
each member of the ReVision Taskforce to allow them to reflect on the results of each of
the NCD surveys and to offer their perspective on the reason(s) for changes in the health
profile of the congregation.
Research Questions
The following research questions were used to guide the study.
Research Question #1
What state ofhealth existed in the Carlisle Brethren in Christ Church, as
measured by the Natural Church Development survey, in May 1999?
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Research Question #2
What effect was recorded on the heahh indicators of the church three months after
the arrival of a new senior pastor?
Research Question #3
What effect was recorded on the health indicators of the church after eighteen
months of the strategic planning process and the implementation of the resulting plan?
Research Question #4
What changes in church growth (measured by worship attendance) occmxed
concomitant with the implementation of a strategic planning process and increases in
church health?
The four questions in the final qualitative survey were:
1 . The NCD research indicates that inMay 1999 the Carlisle BIC church was in a
relatively poor state ofhealth. How do you respond to this diagnosis?
2. The NCD research indicates that in August 1999 sigruficant improvements had
occurred in the health of the congregation when compared to May 1999. How do
you respond to this? How do you account for the change(s)?
3. The NCD research shows that in November 2000 significant improvements had
occurred in the health of the congregation when compared to the May 1999 and
August 1999 research. How do you respond to this? How do you account for the
change(s)?
4. The worship attendance statistics show a significant increase in the period
between May 1999 and August 1999 and the period between August 1999 and
November 2000. How do you accoimt for this growth?
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Methodology
On the evening of the last Sunday in May 1999, a congregational hearing was
convened for the purpose of discussing the future of the congregation, particularly in light
of the imminent arrival of a new senior pastor, and to conduct the NCD diagnostic
questionnaire. Eighty-seven people participated in this cross-sectional survey and its
results were used as the measurement of the health of the congregation at that point in
time.
Upon my arrival on 1 June 1999, 1 immediately made a number of small changes
in the life of the congregation. These changes were primarily related to the style and feel
of the two Sunday moming worship services. On the evening of the last Sunday in
August 1 999, a second congregational hearing was convened, and the NCD survey was
conducted. Ninety-six people participated in this siuvey and its results were used to
gauge the initial result of the arrival of a new senior pastor on the health of the
congregation.
Also upon my arrival in June 1999, 1 began working with the church board in a
strategic plaiming process. The planning process involved various stages of development
and implementation. After eighteen months ofplanning and implementation of the
strategic plan, a congregational hearing was convened on 12 November 2000, at which
the third NCD survey was taken. Seventy-four people participated in this survey and its
results were used to evaluate the effects of the strategic planning process on the health of
the congregation. In addition to the three NCD surveys, the worship attendance statistics
were plotted throughout the entire process.
The study was a cross-sectional study that utilized the NCD survey conducted on
Robinson 84
three occasions. The first survey (May 1999) was one week before my arrival as the new
senior pastor. The second survey was conducted at the end ofAugust 1999, which was
after three months ofmy tenure as senior pastor. During this time 1 preached a twelve-
week vision casting sermon series titled "The Church OfMy Dreams." This sermon
series was intended to raise the congregation's awareness of, and desire for, a healthy,
biblical congregation. We also used the Wednesday evening Bible studies to discuss the
previous Sunday's sermon and how we could apply it in the life of our congregation.
During this three-month period, 1 also used the monthly church newsletter and other
printed materials to communicate vision and issues related to congregational health.
The third survey was taken in November 2000. Between the second and third
svirvey we had worked on the development of a strategic plan and the implementation of
a number of initiatives. A Revision Leadership Taskforce was assembled involving
members of the church board, the Planning and Development Committee, and selected
leaders firom the congregation. This taskforce met every month for study, reflection,
discussion, and decisionmaking. The taskforce members were supplied with a large
amount of information drawn from many sources. The taskforce generally followed the
process that was agreed from the outset but was flexible enough to respond to the
dynamic nature of such a process, including the departure of our Youth Pastor and Adult
Ministries Pastor who moved to new churches. Throughout the entire process, we
endeavored to communicate our progress to the congregation through nmnerous printed
materials. We also convened a number of congregational hearings for information
sharing and discussion and conducted a congregational survey to help in the planning of a
new thfrd worship service. Specific issues that were addressed by the ReVision
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leadership taskforce during this period included:
1. An examination of the congregation's history. This provided us with information
and illustrations of the dynamic natore of the congregation during its 130 year history.
This included a number of relocations to larger facilities to accommodate growth and the
ongoing evaluation and expansion ofministries to meet community needs.
2. Discussion and general agreement on the purpose for which all churches exist.
3. Discussion on and the adoption of a congregational mission statement.
4. Discussion on and the adoption of congregational core values.
5. Discussion on the specific context for ministry in which our congregation is
located. This was drawn fi-om demographic information we purchased for a six mile
radius of the church.
6. Discussion on and the initial development of a strategy for accomplishing ovn
mission in our specific context. This included identifying a number of strategic missional
objectives�^worship, evangelism, discipleship, nurture or care, and service. It also
included discussion on the adoption of a new congregational stmcture to facilitate our
ministry objectives and discussion on our staffing and budgeting needs to support our
mission. In the late spring 2000 the two other pastors on our staff both received and
accepted invitations to other congregations. These two vacancies allowed us to redesign
our staffing stmcture according to om mission and objectives. At the time ofwriting this
report, we have hired one new pastor and are in a search process for two others.
7. The taskforce also discussed our needs for additional facihfy. At the time of
writing, a facilify taskforce is being established to investigate how we can begin to
provide additional facilities to support ourmission and vision.
Robinson 86
8. The taskforce also discussed the issues of a possible change of our church name, a
revision of our membership process and expectations for members, and the revision of
our budgeting process. In relation to the first two, we decided that they were not critical
issues at this point in time but would be revisited at some point in the next year or two.
In relation to our budgeting process, we decided to make incremental changes over the
next year or two.
Although a great deal ofwork still needs to be done in the strategic planning and
implementation process, this third survey became the posttest for this project.
Following the results of the posttest, the members of the Revision Taskforce were
given a survey with four open-ended questions in order to provide their personal
reflections on the three NCD surveys and the changes within the congregation.
Instrumentation
The instrument for the survey was the Natural Church Development diagnostic
questionnaire. This tool was developed following research in over one thousand
churches, in eighteen languages, and thirty-two countries on all five continents and the
analysis of4.2 million responses. The survey contains ninety-one statements and asks
respondents to indicate on a five-point Lickert scale to what degree each statement is
true. The options are�^very great extent, great extent, average, hardly, not at all.
The research followed stringent scientific procedures and the reliability and
validity of the questionnaire were validated in a master's thesis by Christoph Schalk at
the University ofWuerzburg (Schalk 37-45).
Rehability in this study is understood to mean the consistency of the results, i.e.,
the same results would be achieved if the survey was repeated. The eight scales used to
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measure the eight quality characteristics have a reliability between 0.75 and 0.89. Table
3.1 presents these scales (Schalk 37-45).
Table 3.1
Reliability of the NCD Questionnaire
Quality Characteristic Reliability
Empowering Leadership 0.837
Gift-Oriented Ministry 0.874
Passionate Spirituality 0.743
Functional Structures 0.824
Inspiring Worship 0.766
Hohstic Small Groups 0.887
Need-Oriented Evangelism 0.818
Loving Relationships 0.774
Validity in this smdy refers to the relevance of the results, i.e., the survey
measures what it is supposed to be measuring. Validity was demonstrated in the
following ways.
1 . Confirmatory factor analysis demonstrated that the theoretical designed data
structure could actually be found in the data.
2. A high correlation was demonstrated between church growth and the eight
quality characteristics.
3. A high correlation coefficient was shown among the questions assigned to a
certain quality characteristic, and a low correlation coefficient to questions
assigned to other quality characteristics (Schwarz and Schalk 233-234).
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The NCD research sought to find the answer to one main question: If God has
designed the church to grow "all by itself," how can the "all by itself growth principle
be released? The secondary research questions that Schwarz sought answers for were:
� What church growth principles are true, regardless of culture and theological
persuasion?
� What should each church and every Christian do to obey the Great Commission in
today's world?
The research revealed that eight quality characteristics indicate the health of a
congregation. These characteristics are measmed by the NCD questioimaire and given a
numerical value. These values are not percentages; chvuches can score above one
hundred or less than zero. The values were normed to a median of fifty, i.e., the average
church had a quality index of fifty in each characteristic. The standard deviation was
fifteen, meaning that anything between thirty-five and sixty-five was considered within
the average range.
A correlation was discovered between a congregation's health, as measured by the
questionnaire, and its growth. Growing chm-ches scored above the qualitative median of
fifty; declining chmches scored below the qualitative median. The research also showed
that every chmch that scored above sixty-five in all of the characteristics was always a
growing chmch. Schwarz called this the "65 hypothesis" meaning that the statistical
probability of a chmch growing is 99.4 percent when all eight values are sixty-five or
higher.
Variables
The first dependent variable of this study was defined as an improvement m the
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health of the congregation as defmed by a numeric increase in the eight quality
characteristics in the NCD survey. The independent variable for this dependent variable
was the collaborative strategic plarming process leading to the implementation of the
resulting strategic plan. The second dependent variable was defined as growth in the
congregation as observed by worship attendance statistics. The independent variable for
this dependent variable was defined as the health of the congregation as defined by the
NCD survey.
Population and Subjects
The population for the project was the Carlisle Brethren in Christ congregation. I
decided not to closely follow the NCD criteria for sample subjects which are: (1) the
subjects are considered to be involved at the very center of church life, (2) the subjects
have a regular task in the chmch, and (3) the subjects are members of a small group in the
church (Schwarz and Schalk 12). I felt that while purposefiil sampling is required for the
NCD survey to be most accurate, our purposes would be better served by allowing others
to participate in the survey. This approach, 1 believed, would remove the possibility that
some people might feel disenfi-anchised by being excluded, and it would allow me to
suggest with more authority that the results were a true reflection of the relative strengths
and weaknesses of the congregation as expressed by a larger group. Furthermore, my
intent in using the NCD survey was not primarily to compare us with other congregations
but to compare the three cross-sectional studies with each other. Eighty-seven people
participated in the first smvey, ninety-six in the second, and seventy-four in the third.
Data Collection and Analysis
The NCD survey is a paper-and pencil instrument containing ninety-one
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questions. It was administered in the Carlisle congregation at the end ofMay 1999, the
end ofAugust 1999, and again on 12 November 2000. On each occasion the survey was
administered as part of a congregational hearing. These hearings were convened for the
purpose of sharing information and discussion related to congregational life, particularly
those things that were being changed as a result of our strategic planning process. Any
person with an interest in the congregation was invited to attend and participate. On each
occasion over one hvmdred people attended the congregational hearings, but the munber
who completed a questionnaire differed for each study�87, 96, and 74. It was estimated
by our church leaders that there was a constant group of approximately 75-85 percent
who attended all three meetings. This constant group was a good representation of
people who would be considered at the core of the church according to the NCD criteria
and could have been selected as part of the thirty required participants. While this was
not planned or required, it allowed me to use the results of the surveys in an authoritative
manner. It also meant that the comparison between each survey was based to a great
extent on the information provided by the same group ofpeople. The surveys were sent
to Rev. Carl Shank, a licensed NCD consultant who administers this questionnaire
throughout Brethren in Christ churches, for computerized tabulation.
For the posttest qualitative survey, I distributed the results of the three NCD
surveys and worship attendance statistics to each member of the Revision Taskforce. I
asked them to smdy the data and provide an anonymous written response to four open-
ended questions within two weeks. Twenty-five surveys were distributed, and sixteen
completed surveys were retumed. The four open-ended questions were:
1 . The NCD research indicates that in May 1999 the Carlisle BIC church was in
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a relatively poor state ofhealth. How do you respond to this diagnosis?
2. The NCD research indicates that in August 1 999 significant improvements
had occurred in the health of the congregation when compared to May 1999.
How do you respond to this? How do you account for the change(s)?
3 . The NCD research shows that in November 2000 significant improvements
had occurred in the health of the congregation when compared to the May
1999 and August 1999 research. How do you respond to this? How do you
account for the change(s)?
4. The worship attendance statistics show a significant increase in the period
between May 1999 and August 1999 and the period between August 1999 and
November 2000. How do you account for this growth?
Data analysis for the answers to these questions consisted of examining the sixteen
answers to each question and looking for recurring words and themes. Having identified
the recurring words and themes, I looked for agreement or disagreement in the subjects'
perspectives. The results of the process are presented in Chapter 4 while Chapter 5
presents a number of observations and conclusions.
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CHAPTER 4
FINDINGS OF THE STUDY
This chapter will present the data gathered from the three NCD surveys. My
intention in presenting the data is to begin to address the research questions posed in this
study. For this reason I will allow the research questions to provide the stmcmre for this
chapter.
Research Question #1
What state ofhealth existed in the Carlisle Brethren in Christ Church, as
measured by the Natural Church Development survey, in May 1999?
To answer this question the NCD questionnaire was administered at a
congregational hearing and was completed by eighty-seven people. The survey was
scored and tabulated by Rev. Carl Shank, a certified NCD consultant who uses this tool
in his work for the Brethren in Christ denomination. This was done at the end ofMay
1999. Shank remmed the church's profile indicating the health of the congregation
according to the NCD survey. Shank also included comments for addressing the health
needs of the congregation, particularly the minimum factor. The church also received a
copy of Schwarz and Schalk' s book, Implementation Guide to Natural Church
Development.
Table 4.1 below details the church's profile from the May 1999 survey, and
Figure 4.1 presents the results in graph form.
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Table 4.1
Carlisle Brethren in Christ NCD Profile, May 1999, n=87
Quality
Characteristic
Empowering Leadership
Gifl;-Oriented Ministry
Passionate Spirituality
Fimctional Structures
Inspiring Worship
Holistic Small Groups
Need-oriented Evangelism
Loving Relationships
Carlisle
BIC
18
27
33
27
33
26
24
36
28Average of all eight characteristics
Figure 4.1
Carhsle Brethren in Christ NCD Profile 1, May 1999, n=87
>
Leadership
Ministry
Spirituality
Structures
Worship
Small Groups
Evangelism
Relationships
27
26
24
33
27
33
36
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I evaluated the results of this survey m a nimiber ofways. First, I considered the
results within the context ofNCD' s research and findings on healthy churches. 1 also
made a direct comparison between the Carlisle congregation's health profile and the
average from thirteen other BIC churches that Shank had surveyed. This information is
presented in Table 4. 2 and graphed in Figure 4.2. 1 then compared the Carlisle
congregation with the average scores of declining and growing worldwide churches from
the NCD research. Table 4.3 details this information, and Figure 4.3 presents it in graph
form.
The May 1999 survey results clearly indicate that the health of the Carlisle
Brethren in Christ church, according to the Natural Church Development model, was not
good. The church's average (mean) for all eight characteristics (28) was outside of the
range considered to be normal in healthy congregations (35-65). Furthermore, the church
scored well below the NCD median of fifty in each characteristic, and with the exception
of the church's maximum factor, Loving Relationships, each characteristic was below the
thirty-five to sixty-five acceptable health range. Even Loving Relationships barely made
the low end of the health range with a score of thirty-six.
One significant fact was that the area of congregational life that so many authors
believe is absolutely critical to health and growth�leadership�was the church's
minimum factor with a score of 1 8�seventeen below the low end of the range
considered to be healthy and thirty-two below the US median of fifty. In relation to this
score, and the fact that the church was without a senior pastor at the time the survey was
conducted, it was felt that this might be dismissed as evidence of a church in fransition.
However, this leadership score is an evaluation ofmore than the leadership of a single
Robinson 95
pastor, or paid staff. It represents the leadership quotient of all church leaders, inclusive
ofpaid staff
As noted above, the church's maximum factor. Loving Relationships, with a score
of 36, was still considered to be in poor health. This characteristic seeks to assess the love
and quality that exists in interpersonal relationships within the congregation. When this
low maximum factor is considered along side an even lower score for Need-Oriented
Evangelism (24), the impression is of a church that was more inward than outward
focused. However, even with this inward focus, the NCD survey did not indicate a high
level of loving, caring relationships.
Table 4.2
Carhsle Brethren m Christ NCD Profile 1, May 1999
in comparison with Thirteen Other BIC Churches
Quality
Characteristic
Carhsle BIC
BIC
Other BIC
Churches
Empowering Leadership 18
27
33
27
33
26
24
36
31.5
39
35
29
31.5
33
36
35
Gift-OrientedMinistry
Passionate Spirituality
Functional Structures
Inspiring Worship
Holistic Small Groups
Need-oriented Evangelism
Loving Relationships
AVERAGE SCORE 28 34
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Figure 4.2
Carlisle Brethren in Christ NCD Profile 1, May 1999
in comparison with Thirteen Other BIC Chiwches
Table 4.3
Carhsle BIC NCD Profile 1, May 1999 m comparison with
Growing and Declining Churches Worldwide
Quality
Characteristic
Carhsle BIC
Results
Growing
Churches
Declining
Churches
Empowering Leadership 18 54 45
Gifl-Oriented Ministry 27 57 48
Passionate Spirituality 33 58 45
Functional Structures 27 57 44
Inspiring Worship 33 57 44
Holistic Small Groups 26 55 46
Need-oriented Evangelism 24 56 45
Loving Relationships 36 56 47
AVERAGE SCORE 28 56.2 45.5
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Figure 4.3
Carlisle BIC NCD Profile lin comparison with
Growing and Declining Churches Worldwide
Leadership
Ministry
Spirituality
Structures
Worship
Small Groups
Evangelism
Relationships
Average
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ICadisle BIG Profile � Growing Churches Average ?Declining Churches Average
In comparison with the other BIC churches that Shank had scored using NCD, the
Carlisle congregation was lower in every characteristic except Inspiring Worship where it
had a +1 value and Loving Relationships with a +2 value. Carlisle's average of 28 was
considerably lower than the thirteen-chmch average of 34. It is important to note that
NCD does not provide mformation or data that suggests when a score is significantly
different than another in a statistical sense; therefore any use of the term significant in
this study is intended to reflectmy perspective of significance rather than a statistical
significance.
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In comparison with the woridwide churches reported in NCD, the Carlisle
congregation average (28) was just less than half of the growing churches average (56.2)
and also very significantly lower than the declining churches average (45.5).
We must remember that fair comparisons can only be made when the NCD
survey is administered in the same way in every simation. We had decided that we
would not follow the guidelines offered by Schwarz that said the survey should be
completed by thirty people who were (1) considered to be at the very center of church
Ufe, (2) who were mvolved in a small group, and (3) who were active in aministry of
some type. Because we were committed to an open and collaborative strategic plaiming
process, we determined that the surveys would be conducted at an open "Congregational
Hearing" and could be completed by any person in attendance who had an interest in the
life and health of the congregation. We understood that this may result in our data being
compromised and the scores being somewhat skewed, and, therefore, make comparisons
with other churches difficult, but we were mterested in the perspective of the larger
group. We also felt that members of the congregation could have raised questions of the
legitimacy of the results if only a select group ofpeople had been invited to participate in
the survey. Therefore, while comparisons with other churches may be interesting, the
value of this first survey to us was that it provided the perspective of the congregation on
our relative strengths and weaknesses, and it provided the initial benchmark agamst
which future surveys, conducted in the same way, should be measiued.
In order to complement and flesh-out the qualitative NCD results, the members of
the Revision Taskforce were asked the following question: "The NCD research indicates
that in May 1999 the Carlisle BIC church was in a relatively poor state ofhealth. How
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do you respond to this diagnosis?" The answers to tliis question provided a number of
major themes. I prioritized these themes by counting the number of respondents who
articulated the same perception.
The most dominant theme, which was clearly found in twelve of the fifteen
written responses to this question, was that the health profile found in the May 1999 NCD
profile was the result of a period of transition and uncertainty in the congregation that
was caused by the absence of a senior pastor and the resultant pastoral search process.
Although the interim pastor was much loved and appreciated, the respondents felt that the
lack of a permanent leader negatively impacted the survey results. When elaborating on
the consequences of the transition period and the lack of a recognized leader, eight
respondents had a very strong feeling that the chmch lacked vision and direction. Terms
used to describe this included "lacked direction and vision," "a group fimctioning without
a leader," "treading water," "without clear direction," "holding pattem," and "lack of
vision."
While my survey question did not ask if the respondent felt the NCD results were
accmate, nine of the fifteen did express an opinion on whether they agreed or disagreed
with the health profile. Seven expressed the view that they felt the profile was an
accurate reflection of the chmch at that time, but the other two questioned its accuracy.
Those who felt the diagnosis was accmate used expressions such as "On the
money," "I agree with the diagnosis," "I was not surprised," and "The research results are
not surprising to me and I believe they are accurate." One person who expressed his/her
agreement admitted that he/she was initially surprised. The respondent wrote, "I was
initially somewhat surprised by this diagnosis, but as I reflected on the research and on
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what I saw going on in the life of our church in the spring of 1999, 1 found that I had to
agree with the diagnosis."
The two respondents who questioned the diagnosis had different reasons for their
doubts. One wrote, "I would question whether the NCD test in May 1999 reflected a
relatively poor state ofhealth of the Carlisle BIC congregation or a poor state ofmind."
In elaborating on this perception the respondent suggested that "poor state ofmind' was
the result of the long period of time without a senior pastor, frustration with the church
leadership, a lack of program development by the staff or membership, and a general
malaise in the attitude of the congregation. The respondent also suggested that the NCD
questioimaire was not clear on "who [sic] to evaluate as the church leadership�^the
pastoral staff (less a senior Pastor), the interim pastor, or the church board and related
policy boards." Two other respondents also noted this lack of clarity in the questionnaire.
The second respondent who questioned the accuracy of the diagnosis believed
that it was "unreliable for several reasons." This respondent questioned the "necessity"
and "sufficiency" ofNCD's eight quality characteristics as "useful indicators of church
health." The respondent also mentioned the fact that the test was "administered by a non-
standardized method" and that the "method used did not tolerate questions for clarity and
did not provide needed definition." All of this, the respondent felt, might have led to a
"potentially skewed or biased result."
Six respondents believed that the diagnosis of the May 1999 survey was also
related to a sense of frustration in the congregation with the church board and other
church leaders, for example, "I think many of the results reflected in the May NCD
survey were skewed to reflect a period of frustration with church leadership," "Things
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that were happening within the remaining leadership (not including the interim pastor)
caused fiustration for some in the congregation," "There was a certain amount of distrust
in some decisions that Church Board made," "Church Board did not pick up the
leadership responsibilities." In addition to the specific reasons cited above for this
finstration with the church leadership, two respondents cited poor communication fi-om
the leadership as a significant problem. Referring to paid staff and other church leaders,
one respondent said, "Conununication was very [original emphasis] poor." The second
individual to reference poor communication cited a specific issue: "Also, communication
between the Church Board/Pastor could have been better on what was happening
conceming a Contemporary Service." This mclear reference to "Pastor" may refer to the
interim senior pastor or one of the two associate pastors.
Research Question #2
What effect was recorded on the health indicators of the church three months after
the arrival of a new senior pastor?
The NCD survey was conducted a second time on the last Sunday evening of
August 1999. This was exactly three months since the first survey. The administration
of the second survey was the same as for the first�a congregational hearing was
convened, and the questionnaires were distributed, completed, and retumed. All
completed questiormaires were entered into the NCD computer software and tabulated.
Table 4.4 presents the results of the second survey, and Figure 4.4 presents this
information in graph form. Table 4.5 compares the profile fi-om the August 1999 survey
with the profile fi-om the first survey taken three months earlier. Figure 4.5 presents this
comparison in graph form.
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Table 4.4
Carlisle Brethren in Christ NCD Profile 2, 29 August 1999, n=96
Quality Carlisle
Characteristic BIC
Empowering Leadership 38
Gift-OrientedMinistry 37
Passionate Spirituality 46
Fimctional Structures 42
Inspiring Worship 54
Holistic Small Groups 35
Need-oriented Evangelism 31
Loving Relationships 40
AVERAGE SCORE 40
Figure 4.4
Carlisle Brethren in Christ NCD Profile 2, 29 August 1999, n=96
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Table 4.5
Carlisle Brethren in Christ NCD Profiles 1 (n=87) & 2 (n=96)
Oualitv Characteristic Profile 1 Profile 2 Change
Empowering Leadership 18 38 +20
Gift-oriented Ministry 27 37 +10
Passionate Spirituality 33 46 +13
Functional Structures 27 42 +15
Inspiring Worship 33 54 +21
Holistic Small Groups 26 35 +9
Need-oriented Evangelism 24 31 +7
Loving Relationships 36 40 +4
AVERAGE SCORE 28 40 +12
Figure 4.5
Carhsle Brethren in Christ NCD Profiles 1 (n=87) & 2 (n=96)
Relationships
Average
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The results of this second survey showed a significant increase in each of the
eight quality characteristics and an increase of twelve for the average when compared to
the first survey taken three months earlier. The two largest increases were in
Empowering Leadership (+20) and Inspiring Worship (+21).
During the three-month period between the first and second surveys very little had
been done in a substantive sense to address the health of the congregation as revealed by
the first svuvey. Although a group of chmch leaders had been eissembled to begin a
Revision process, they had not been able to accomplish anything in this briefperiod of
time. The only difference between the May and August surveys was my arrival as senior
pastor and a number of things that were changed immediately�^making the Sunday
worship services more relaxed, preaching a vision-casting sermon series called "The
Church ofMy Dreams," and using the Wednesday night Bible smdies to discuss the
sermon series and om vision for the flitme. The results of the second survey may
indicate the cumulative effects of the honeymoon period that often accompany the arrival
of a new leader and the initial reaction to vision casting sermon series and the changes
that had already been made. Figme 4.6 shows the profile from the August 1999 survey
and indicates the increase in each characteristic.
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Figure 4.6
August 1999 Projflle and Increase since May 1999 Profile
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The largest change revealed in the second survey was an increase of 21 in
Inspiring Worship. This part of the survey attempts to assess the worship services of a
congregation in relation to feelings ofbeing inspired, care for children, life-transforming
preaching, being visitor fiiendly, and God-centered and celebrative music. The increase
moved this factor fi-om a score of 33, which was below the healthy range (35-65), to a
score of 54, which was better than the USA median of fifty. The second most significant
change was an increase of20 for Empowering Leadership. This had been the minimum
factor in the fitrst survey (1 8), but with a new value of 38 it was now in the healthy range
and was no longer theminimum factor. The average change for Inspiring Worship and
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Empowering Leadership of+20.5 was more than double the +9.66 change for the other
six quality characteristics. Figure 4.7 (below) graphs the increase for each quality
characteristic between the first and second survey.
Figure 4.7
Gains for Each Quality Characteristic between the First and Second Svirvey
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While not reaching the U.S. median of 50, our average of40 was now within the
healthy range (35-65). Loving Relationships, ourmaximum factor from the first survey,
now had a value of 40. This meant it was now bettered by InspiringWorship (54),
Passionate Spirituality (46), and Functional Structures (42). Ovu- new minimum factor
was Need-Oriented Evangelism (31) followed by Holistic Small Groups (35).
In comparison with the other BIC churches that Shank had surveyed, our average
of 40 (up from 28 in the first survey) was now better than the 34 of the other churches;
however, it was still lower than the 45.5 average of declining churches worldwide.
In the written answers to the question posed to members of the Revision
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Taskforce conceming their response to the second NCD survey results, I found
substantial agreement on a number of issues.
As with the question related to the first NCD survey, this question did not
specifically ask if the respondents believed that the second diagnosis was accurate;
however, three respondents stated that they believed a definite improvement in health had
occurred. For example, "I agree that there was a definite improvement in the health of
the congregation," and "The results are not surprising and would appear to be accurate."
One respondent had the opposite view and wrote, "1 have no reputable evidence that the
health of the chmch changed." This was the same person who, in the answer to the first
question, wrote about his or her dissatisfaction with the NCD definition of health and the
way in which the test was administered in the Carlisle congregation. This dissatisfaction
and result and questioning of the accuracy and validity of the survey scores was a
consistent theme in the individual's answer to each of the survey questions.
Six respondents stated that they believed the second survey predominantly
reflected a change ofperception or attitude. This view is demonstrated in the following
examples: "1 don't think all that much had changed in what the church was doing as
much as it had changed in the way we looked at ourselves and the potential that there
was," "Nothing much had changed yet, but perception is reality, and the perception was
that things were better," and "a change in perception and improved attitudes."
In attempting to account for the changes (real or perceived), all fifteen
respondents referenced the arrival of a new senior pastor. In attempting to state
specifically the impact of the new senior pastor, the views expressed ranged from, "The
official filling of a vacant pastorate could have been reassuring to many" and "I sensed a
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tremendous 'sigh of relief on the part of the congregation, and an optimism that had not
been present previously, with the arrival of the new Senior Pastor" to "All of these
improvements can be attributed to a new leader."
Apart from the one individual who was generally dissatisfied with the NCD
process (as noted above), the remaining fourteen respondents each recorded specific
details of the ministry of the new senior pastor that they believed were significant in the
change recorded in the second NCD profile. Ten cited preaching as being significant, for
example, "dynamic and bible based sermons," "sermons were simple and down to earth,
but at the same time profound." Five of these ten respondents specifically referenced the
positive impact of the sermon series titled "The Church ofMy Dreams." For example,
"People were ready for a change and felt inspired by the vision casting sermon series
entitled, 'The Church ofmy Dreams'" and "Even in the short span of three months, he
was able to impart to the congregation, particularly through his sermon series 'The
Church ofMy Dreams' that he had a vision for the Carlisle congregation." Six other
respondents also cited a new sense of "vision" as a significant reason for the improved
survey results.
In addition to preaching and vision, the changes that were made in the style and
feel of the worship services were believed to have been important. Six respondents stated
their view that these changes were partly responsible for the improved health profile�
"changes had been made in the format and style of the worship service," "a more relaxed
worship style," and "the worship services became more informal."
One respondent stated his or her belief that the congregation was "hungry for a
change," and the arrival of a new senior pastor who was well received was the overall
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reason for the changes in the second NCD profile. Another respondent offered a similar
summary view by saying, "Alan was the right [original emphasis] person at the right
[original emphasis] time."
What effect was recorded on the health indicators of the chiu-ch after eighteen
months of the strategic planning process and the implementation of the resulting plan?
The NCD survey was conducted a third time on the evening of Svmday, 12
November 2000. This was eighteen months after the first survey and fifteen months after
the second survey. The administration of the third survey was the same as for the first
two�a congregational hearing was convened, and the questionnaires were distributed,
completed and retumed. All completed questiormaires were again sent to Rev Carl
Shank, entered into the NCD computer software, and tabulated. Table 4.6 reports the
results of this survey, and Figure 4.8 presents the results in graph form.
Research Question #3
Table 4.6
Carhsle Brethren in Christ NCD Profile 3,12 November 2000, n=74
Quality
Characteristic
Carlisle
BIC
Empowering Leadership 50
47
54
60
74
51
48
47
Gift-OrientedMinistry
Passionate Spirituality
Functional Stmctures
Inspiring Worship
Holistic Small Groups
Need-oriented Evangelism
Loving Relationships
AVERAGE SCORE 54
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Figure 4.8
Carlisle Brethren in Christ NCD Profile 3,12 November 2000, n=74
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Table 4.7
Carlisle Brethren m Christ NCD Profiles 2 (n=96) & 3 (n=74)
Quality Characteristic Profile 2 Profile 3 Change
Empowering Leadership 38 50 +12
Gifl;-Oriented Ministry 37 47 +10
Passionate Spirituality 46 54 +8
Fimctional Structmes 42 60 +18
InspiringWorship 54 74 +20
Holistic Small Groups 35 51 +16
Need-oriented Evangelism 31 48 +17
Loving Relationships 40 47 +7
AVERAGE SCORE 40 54 +14
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Figure 4.9
Carlisle Brethren in Christ NCD Profiles 2 (n=96) & 3 (n=74)
Relationships
August 1999 Profile � November 2000 Profile
Table 4.7 and Figure 4.9 present and compare the results from the August 1999
profile and the November 2000 profile.
During the ft)urteen months between the midtest survey in August 1999 and the
posttest smvey in November 2000, 1 had worked with a group of leaders in the ongoing
development of a sfrategic plan and the implementation of a number of initiatives. A
"Revision Leadership Taskforce" had been assembled in the summer 1999. This
taskforce was comprised ofmembers of the chmch board, the Planning and Development
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Committee, and selected leaders from the congregation. The taskforce met every month
for smdy, reflection, discussion, and decision-making. Throughout the entire process, we
endeavored to communicate our progress to the congregation through numerous printed
materials. We also convened a number of other opportunities for information sharing and
discussion and conducted a congregational survey to help in the planning of a new third
worship service. Specific issues that were addressed by the Revision Leadership
Taskforce during this period included the congregation's history and past growth, the
purpose and mission of the Church and the development of a local church mission
statement, the adoption of congregational core values, an examination of local
demographics, and the development of a sfrategy and structure for the fiiture ministry.
On 12 November 2000 a congregational hearing was convened to communicate
the work of the Revision Leadership Taskforce and to administer the thud NCD survey
as a posttest for this project.
The posttest survey showed a significant increase in each of the quality
characteristics since the survey had been last taken in August 1999. The average (mean)
increase for this period was +14. The largest increase (+20) was for Inspiring Worship.
This was the second time this particular characteristic had shown the largest increase
(+21 between survey 1 and survey 2). It remains as the congregation's maximum factor.
The second largest increase (+18) was in Functional Structures which, with a new
value of 60, became the second highest of the quality characteristics. This was somewhat
surprising in that the structure of the congregation had not changed significantly during
the period between the surveys; however, the Revision Taskforce had communicated to
the congregation detailed plans for a new congregational structure prior to the 3rd survey
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being completed.
The third largest increase (+17) was for the quality characteristic that had been the
minimum factor in survey 2 and the lowest but one in survey 1�^Need-Oriented
Evangelism; however, because of significant increases in the other characteristics, Need-
Oriented Evangelism (with a new value of 48) remained just one point above the
minimum factor of47.
Two characteristics�Gift-Oriented Ministry and Loving Relationships, each with
a value of47�were now tied for the position ofminimum factor. This was in spite of a
change of +10 for Gift-OrientedMinistry and +7 for Loving Relationships since the
midtest. Interestingly, Loving Relationships, with a value of 36, had been the maximum
factor when the pretest had been taken in May 1999.
The posttest also revealed that all of the eight quality characteristics were in the
healthy range (35-65), and five of the eight characteristics scored higher than the U.S.
median of 50. Furthermore, the three that were still below the U.S. median were now
very close to it.
In comparison with churches worldwide, the posttestNCD profile reveals that the
Carlisle congregation scored above declining churches in every category except Gift-
Oriented Ministry. It also revealed that the new average of 54 was significantly higher
than the declining chvirches average of 45.5 and was just behind the growing church
average of 56.2. The Carlisle congregation surpassed the growing churches in both
Inspiring Worship (74 compared to 57), and Functional Structures (60 compared to 57).
Table 4.8 reveals the results of the pre-, mid-, and posttest surveys and the
changes experienced for each characteristic in each survey. The August 1999 profile
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(Profile 2) was taken at the end of the first "treatment" period, i.e., the arrival of a new
senior pastor, and the November 2000 profile (Profile 3) followed a sustained period of
strategic planning and the implementation of the resulting plan. Figure 4.10 shows this
information in graph form.
Table 4.8
Carlisle Brethren in Christ NCD Profiles 1 (n=87), 2 (n=96) & 3 (n=74)
Quality
Characteristic
Profile 1
May
1999
Profile 2
August
1999
Change
from
lto2
Profile 3
November
2000
Change
from
2 to 3
Change
From
lto3
Empowering
Leadership 18 38 +20 50 +12 +32
Gift-oriented
Mimstry 27 37 +10 47 +10 +20
Passionate
Spirituality 33 46 +13 54 +8 +21
Functional
Structures 27 42 +15 60 +18 +33
Inspiring
Worship 33 54 +21 74 +20 +41
Holistic
Small Groups 26 35 +9 51 +16 +25
Need-oriented
Evangelism 24 31 +7 48 +17 +23
Loving
Relationships 36 40 +4 47 +7 +11
Average (Mean)
Scores 28 40 +12 54 +14 +26
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Figure 4.10
Carlisle Brethren in Christ NCD Profiles 1 (n=87), 2 (n=96) & 3 (n=74)
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Figure 4. 1 1 graphs the total value of each characteristic in the November 2000
survey and also the first survey score and the second survey gain.
Figure 4.11
Health Gains for Each NCD Survey
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Figure 4.12 graphs the total value increase for each characteristic between the
May 1999 svuvey and the November 2000 survey.
Figure 4.12
Value Gains between the First and Third Survey
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As with the answers to the first two open-ended questions posed to members of
the Revision Taskforce conceming the NCD results, there was substantial agreement on
a number of issues. The question asked the Revision members how they responded to
the results and how they accounted for the changes. Five respondents stated their
agreement with the results as a reflection of the health of the congregation. They used
words such as "1 would agree," "I believe the results of the third survey were the most
accurate," "There is no question inmy mind that the research results tmly reflect what
has happened in our congregation over the past eighteen months," and "I believe the
results reflect the tme simation." The same respondent who questioned the accuracy of
the previous survey results again stated his or her uncertainty of the reliability of this
survey. The remaining nine respondents did not specifically state their agreement of
disagreement, but the way in which they sought to account for the changes seems to
indicate their acceptance of the results.
In seeking to account for the changes, ten respondents mentioned the significance
of the Revision Taskforce. In relation to the work of the Revision Taskforce, five
respondents mentioned the importance of the identification ofourmission and core
values, and nine respondents wrote about the significance of improved communication
between the leadership and the congregation, e.g., "the senior pastor and church leaders
commimicated very well with the congregation," "Revision Taskforce has had the effect
ofboth making positive changes and opening communications to disseminate info to a
broader audience," "better communications between leaders and the congregation," "I
believe the fact that it was broad-based, represented the congregation well, and did a very
effective job of communicating with the congregation," and "the work of the coimnittee
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was communicated regularly to the congregation."
Two other issues that found agreement among a number of respondents in
attempting to account for the improved NCD results were the changes in worship style,
which was mentioned by six respondents, and the addition of the third worship service,
which was mentioned by five respondents.
Research Question #4
What changes in church growth (measured by worship attendance) occurred
concomitant with the implementation of a strategic planning process and increases in
church health?
While NCD is primarily interested in assessing the health of a congregation as
revealed by the eight quality characteristics, the NCD survey given to pastors also asked
for adult worship attendance figures for the preceding five years. These figures enabled
Schwarz to consider the relationship ofhealth to growth or decline.
The Carlisle Brethren in Christ Church has been tracking worship attendance for
many years. Table 4.9 details the average worship attendance, including children, for the
past fifteen years. The attendance figure for 2000 covers the months of January-October
only as the third NCD survey was taken early in November 2000. Figure 4. 13 graphs the
average worship attendance numbers.
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Table 4.9
Carlisle BIC Average Worship Attendance 1986 - 2000
Year
Worship
Attendance
Percentage
Change
1986 454
1987 465 +2.36%
1988 506 +8.10%
1989 545 +7.15%
1990 557 +2.15%
1991 588 +5.55%
1992 610 +3.60%
1993 597 -2.17%
1994 587 -1.67%
1995 597 +1.67%
1996 609 +1.97%
1997 625 +2.56%
1998 608 -2.79%
1999 672 +9.52%
2000 (January-October) 729 +8.48%
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Figure 4.13
Average Worship Attendance, 1986 - 2000
800
Robmson 122
These statistics reveal that the church experienced significant growth for each of
the calendar years during which the smdy was conducted; however, because the study
period straddled two calendar years (June 1999-November 2000), I analyzed the
attendance statistics for the initial three-moth period of the smdy�^the time between the
first and second survey and also for the strategic planning phase�the time between the
second and third survey. The results ofboth of these periods were then compared with
the same periods in the preceding year. Table 4.10 compares the attendance for the three-
month period between the pretest and the midtest (June-August 1 999) with the same
period during 1998 and 2000. Figure 4.14 shows these figures in graph form. Table
4.1 1 compares the period of the strategic planning phase with the same period in the
preceding year, and Figure 4.15 shows this information in graph form.
Table 4.10
Worship Attendance Comparison for June-August 1998, 1999, and 2000
Month 1998 1999 2000
July
August
June 606
576
571
708
655
661
707
664
645
AVERAGE 584 674 672
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Figure 4.14
Attendance Comparison for June-August 1999 and the Same Periods in 1998 and 2000
This comparison shows that during the period of evaluating the effect of the
arrival of the new senior pastor (June-August 1999), attendance increased significantly on
the same period for the previous year. However, during the same period one year later
(June-August 2000), which was after almost one year of strategic planning, the average
attendance had decreased by two.
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Table 4.11
Attendance Comparison for September-October 1998-1999,
and the Same Period in 1999-2000
Month 1998-1999 1999-2000
Sept. 610 763
Oct. 570 710
Nov. 609 697
Dec. 629 769
Jan. 556 687
Feb. 600 752
Mar. 650 711
Apr. 698 803
May 623 712
June 708 707
July 655 664
Aug. 661 645
Sept. 763 770
Oct. 710 844
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Figure 4.15
Attendance Comparison for September-October 1998-1999,
and the Same Period in 1999-2000
Sept. '98 - Oct. '99 Sept. '99 - Oct. '00
Inmy attempt to account for the perceptions of the Revision Taskforce to account
for the apparent growth in attendance the church had experienced, I asked them the
following question: The worship attendance statistics show a significant increase in the
period between May 1999 and August 1999 and the period between August 1999 and
November 2000. How do you account for this growth?
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As with the other three open-ended questions, 1 discovered considerable
agreement among the fifteen respondents. Twelve respondents wrote that they believed
the start of the new service with a contemporary style ofworship was important in
accounting for the attendance at worship. Cormected to this was the extensive advertising
that was undertaken in the community to promote this new service (five respondents) and
the effort to make the church more visitor-fiiendly (two respondents). In addition to the
specific mention of the new service, eight respondents noted the importance of improved
worship services, including the two blended style services. An example of this is the one
respondent who cited the +41 gain in the NCD survey in Inspiring Worship as one reason
for the increased attendance by saying, "Inspiring Worship truly is attractive, even as it
was in the early church."
Eight respondents mentioned the arrival of the new senior pastor as important in
the increased attendance. Two of these specifically mentioned the curiosity of a new
pastor as the reason for the increase during the fist three months of the study (May 1999-
August 1999). In relation to the new pastor, three of the eight mentioned the
communication of vision and five mentioned the impact ofpreaching.
While the fifteen answers to this question were not identical, the following answer
fi-om one respondent captures the heart of what most people felt:
With an interim pastor, we lacked direction; with our new,
enthusiastic pastor, the response was positive. Growth was the outcome.
The second period of growth was the result of the addition of a third
service which was contemporary. With the third service, we could meet
the needs ofmore. We also were actively seeking the un-churched with
mailings and advertising. Our pastor conveyed his heart for the lost and
we supported him.
As a member of the Revision Taskforce, I can perceive a
cormection between the Taskforce and the positive changes taking place in
our church. The Taskforce consisted of active and diverse members of the
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congregation. It was these members who became familiar on a deeper
level with the heart and vision of our new pastor. We shared concems,
hopes, and dreams between us. We worked hard to identify our
weaknesses and strengths. We were sensitive to the needs and feelings of
the congregation. (The contemporary service, so well received at this
time, was originally a cause of divisiveness.) It took much sensitivity and
loving care to arrive at this point. This same care and sensitivity of the
pastor and the Taskforce was addressed to all situations and ideas before
any implementation or changes took place. The message and the
confidence in our vision and mission was conveyed formally, informally,
and naturally to members of the congregation. People realized something
positive was taking place. Our confidence and tmst in our new pastor,
because ofhis love for us, and the vision and inspired leadership was the
KEY to our growth.
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CHAPTER 5
SUMMARY AND CONCLUSIONS
I believe this study was not only interesting but was also helpful to the Carlisle
Brethren in Christ Church. Prior to my arrival, the church leadership had decided that a
strategic planning process should be used to help set the fiimre direction of the
congregation. They were also considering the use of the Natural Church Development
survey as a means of diagnosing the health of the congregation. The Brethren in Christ
denominational leadership also encouraged the use of this tool. The quantitative statistics
gathered in this study using Natural Church Development clearly indicate improvements
in the health of the congregation and also growth in the church during the period of the
study. However, conclusions regarding the relationship(s) between the variables�^health,
growth, strategic planning process, and a new senior pastor�can only be made
tentatively since NCD does not provide the inferential statistics required to establish clear
connections. The data, however, did raise a number of questions and issues that I wish to
discuss in this concluding chapter. Following the discussion of the study's major
findings, I shall discuss the limitations ofNCD model and the way in which it was used
in this study.
Overall Impressions of NCD
As noted in Chapter 2, NCD did not discover very much that was new to church
growth literature. Although NCD may provide a different nuance to the eight quality
characteristics, many others have noted the importance of each characteristic for the life,
health, and growth of local congregations. The value that NCD places on health as a
foimdation for growth is particularly helpfiil and helps to establish the biblical emphasis
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upon health. The importance that Schwarz places on the fact that only God can cause the
Church to grow, and that he has placed within the Church growth automatisms, is helpfiil
to call church leaders back to a more biblical, and balanced, view of the church.
One of the most important values ofNCD is that it raises questions about
important issues that churches might not have otherwise considered and it provides a tool
for assessing them. The listing of a number of carefiilly defined characteristics forces
churches who use NCD to study and evaluate these qualities and assess their relative
strengths and weaknesses. Regardless of the value or score for each characteristic,
churches that use NCD (by whatever sampling method they choose) are provided with an
indication of where they are stronger and the areas which are considered to be weaker.
The health profile can help to focus the limited resources, human and financial, that every
church has to the areas of the congregation's life that are most in need. Other churches
that have used NCD have found this to be very helpfiil. Linda Adams used NCD in her
study ofNew Hope Free Methodist Church and concluded that "the process of facing up
to weaknesses and rallying our strengths around those areas did increase the vitality of
New Hope Church. This study points to the fact that strategic effort helped this group of
believers to examine ourselves and open our lives to the Spirit ofGod for correction and
growth" (143). Mitchell Pierce found similar benefits in his study ofNorthgate Free
Methodist Church.
Church Esteem and Health Perceptions
One issue raised by this project is the question ofhow a church's sense of esteem
or self-perception influences its perceptions ofhealth and vice versa. The NCD survey
attempts to measure reality rather than perception by mainly asking questions regarding
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an individual's actual experience. For example, "I am fully informed about our church
plan for church growth," "1 know which goals our church will pursue in the coming
years," and "The activities of our church are characterized by successfiil planning and
organization." Yet, the fact that a number ofhealth characteristics, like, for example.
Functional Strucmres, improved between surveys when no change had acmally occurred
in the structures of the church does seem to indicate that the results reflect more a change
m perception than reality. This may reflect that what we consider reality is much of the
time based upon our perceptions. I would suggest that the factors experienced within the
church prior to the first survey�for example, plateau in attendance, no senior pastor, and
some unrest due to poor communications regarding changing worship styles�could have
affected self-esteem and consequently negatively influenced health. Conversely, the
improvement in health measured in the second survey may have been influenced by an
improving self-perception caused by the resolution of some of these factors as opposed to
actual changes in health.
While self-esteem may influence the perception ofhealth, NCD does attempt to
move the discussion ofhealth to a more empirically based, factual understanding. In this
study, the data fi-om the first NCD survey clearly indicates that the health of the
congregation inMay 1999 was not good. The chvirch's average, i.e., the mean of all eight
quality characteristics (28), was well below the healthy range (35-65). Also, if the many
authors who were referenced in Chapter 2 regarding the critical importance of leadership
are correct, then with a score of 1 8 for Empowering Leadership it seems obvious that the
church required significant intervention to lead it toward a healthy condition.
However, a number of factors can be cited to support the possibility that the
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health profile fi-om the first survey may have been negatively impacted. Three factors
seem especially relevant in this regard�the issue raised above conceming self-esteem;
the fact that we did not follow the NCD protocol for the administration of the survey; and
that participants were uncertain whom to evaluate when leadership questions were asked.
I believe that these factors did have a negative impact upon the May 1999 health
diagnosis.
CarUsle BIC and Other BIC Churches
While recognizing the difficulties in determining the accuracy of our health
scores, and the difficulties associated in comparing churches that have used NCD, which
shall be discussed in the section on the limitations of the NCD tool and the limitations of
this stady, the results of the first NCD survey of the Carlisle congregation shared a
munber of similarities with the other Brethren in Christ churches that had been tested.
An analysis of the results show that three ofNCD's quality characteristics appear in the
lowest fovir scores ofboth groups�Empowering Leadership, Functional Stmctures and
Holistic Small Groups.
As an outsider to the Brethren in Christ�^my arrival in Carlisle in June 1999 was
my introduction to the denomination�I perceive there to be a number of reasons within
the culture of the denomination that may be considered as causes for these particular
weaknesses. In the area ofFunctional Stmctures, I believe the conservative namre and
history of the denomination is reflected in the tendency ofmany church leaders and
churches to cling to traditional church stmctures. While these stmctures may have been
usefiil and effective for the time they were instituted, they need to be constantly evaluated
and revised to insure functionality in an ever-changing world. This fact has been realized
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by the denomination's leadership, and they are presently in a process of strategic
plarming and change to address this and other issues.
In the area ofEmpowering Leadership, I perceive that the emphasis on
brotherhood and community may tend toward devaluing the importance of leadership.
While the qualities ofbrotherhood and community are critically important and something
we must work hard to preserve and foster, the need for leaders and leadership is also
important and needs to be emphasized. Many Brethren in Christ pastors provide
excellent pastoral ministry according to the estabUshed ministry norms of caring for their
congregations, but they also need to see the importance of leading and developing other
leaders. This is not only true for pastors but also for church boards and denominational
leaders.
In relation to Holistic Small Groups, I think the Brethren in Christ is still trying to
work out how this emphasis can be incorporated into the life of congregations that still
adhere to traditional ministry forms. Some Brethren in Christ churches have, with
varying degrees of success, made the shift to small group ministry but fiuther work still
needs to be done.
I am delighted and greatly encouraged and excited that the present
denominational leadership recognizes the importance of these issues and is working hard
to provide not only vision and direction for the fiiture of the denomination, but also
practical help to churches that need to take steps toward balanced health. The
denomination encourages congregations to use Natural Church Development and
provides help and support in processing the information andmoving toward health. I
believe the process ofReVision that has been undertaken in the CarUsle congregation�
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one of the denomination's largest churches�will provide helpful information and
encouragement to other BIC churches that need to embark upon a similar joumey.
Affectmg Change: Tangible vs. Intangible
The NCD data from this study also raises the question ofwhether certain quality
characteristics are more amenable to change and improvement than others. The average
increase of the eight quality characteristics between first and third survey was 26;
however, three characteristics recorded an increase above this average�Inspiring
Worship +41, Functional Stmctures +33, and Empowering Leadership +32. Of these
three characteristics, both worship and leadership experienced a higher numerical
increase during the three months that followed my arrival as new senior pastor (worship
+21, leadership +20) than in the fifteen-month sfrategic planning phase (worship +20,
leadership +12). Functional Stmctures experienced a +15 increase in the first three
months and a +18 during the sfrategic planning phase.
I believe these three characteristics enjoyed the greater numerical gains because
they are more tangible than the other characteristics, and as such are easier to affect (both
positively and negatively). For example, new leaders can be hired (as in our case) or a
new leadership perspective can be adopted; congregational stmctures can be evaluated
and improved by the leaders; and, worship services can be changed immediately with the
goal of connecting with the worshippers and providing a sense of inspiration. In confrast,
the other quality characteristics seem less tangible and as such may require more effort to
affect. The quickness with which changes in certain characteristics can be made, and the
immediate effect of these changes can be seen in the larger numeric increase for
leadership and worship for the three months between the first and second NCD surveys
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when compared to the fifteenmonths phase between the second and third. This
observation seems to be good news for a denomination like the Brethren in Christ where,
as noted earlier, these characteristics are the weakest; however, a caution that needs to be
made at this point is that while these changes may be more easily made, there is no
guarantee that increased health will be the result. Many churches have declined in health
and attendance because these changes were not made appropriately.
Leadership and Church Health
The impact of leadership, particularly that of the senior pastor, is also an issue that
this study raises. As noted in Chapter 2, authors such as Crandall, Maxwell, Schaller, and
Wagner maintain that leadership is always a sigruficant factor in the effectiveness of any
congregation. While the quantitative data does not allow me to draw statistical
significance and correlation between the arrival of a new senior pastor and the
improvement ofhealth and church growth, the qualitative data does suggest that a clear
relationship exists. The data does seem to suggest that a church of this size is to a great
extent dependent upon a senior pastor, and that the absence of a person filling that
position and the sense that other leaders where not filling the void contributed to
uncertainty within the congregation. This uncertaintymay have led toward anxiety and
this might have influenced the perceived health of the congregation.
In their attempts to account for this increase in health, the overwhelming feelmg
of the Revision Taskforce members was that the arrival of a new senior pastor gave
leadership and direction to a church that was perceived to be struggling and stagnant.
The proactive ministry of the senior pastor in casting a vision for the chmrch and
implementing changes in the worship services accounted, in the opinion ofmany on the
Robinson 135
taskforce, for the increase of 21 for Inspiring Worship and the increase of20 for
Empowering Leadership. The increased health in the leadership and worship
characteristics stimulated the improved health, or at least the perception of improved
health, in the other characteristics.
The recognition of the importance of leadership is certainly not a new thing. The
literatiue review for this smdy contains many references to the belief that leadership is
critical for the vitality of any congregation. I believe that the data from this stady
supports the dominant view of the literatare that everything rises or falls on leadership.
The Necessity of a Change Agent and Appropriate Timing
Inmy literature review, particularly in relation to tae literature on change, I
pointed out a number of things that are required to help an organization change. The
change agent(s) must, according to the literatare, be comfortable working within the
existing structare but at the same time have a vision of a new and different tomorrow.
The change agent(s) must also be able to persuasively communicate that vision to others.
In addition to these requirements, the timing of the change process is critically important.
While the specific process by which change is accomplished is also important�and we
attempted to employ a process that was informed and shaped by the literatare�1 believe
it is less important than the necessity of respected change agent(s) and appropriate timing.
In our case, all of these things came together at one time. My arrival coincided with a
church that was already in a process of sfrategic planning. While not every member was,
or is, in favor of change or even sees the need for change, the leadership represented a
large group ofpeople who believed that certain changes needed to be made. This view
was supported by the bishop and the denomination. The broad-based Revision
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Taskforce was made up ofpeople who were respected in the congregation and as such
managed to be an effective agent for change. The perception of improved health and the
reality ofgrowth within the congregation provided encouragement and support for the
changes that were being discussed and implemented.
The strength of our broad-based leadership group was, I beheve, a significant
factor in the smooth transition to three moming worship services. Prior to my arrival,
there was a great deal of discussion conceming changing to a more contemporary style of
worship. This issue was considered very divisive by some in the congregation. While
the decision to add a third service with a different style ofworship did cause dismption to
the Sunday moming schedule, the fact that we continued to offer two services that were
still considered more traditional seems to have reassured many that the church leadership
was concemed that each person would experience Inspiring Worship. I do not believe
this would have been the case if a broad-based and respected leadership group had not
taken the time to carefully plan the addition of this service.
In view of the precednig observations, which I believe both support and are
supported by the literature review, I conclude that what happened in the Carlisle Brethren
in Christ congregation was the result of a number of variables that came together in a
complex relationship; however, more than anything else, that this study demonstrates the
accuracy of the following excerpt by Lyle Schaller.
The number-one reason to place such a strong emphasis on the process of
seeking a successor can be stated simply. The most influential single variable
in predicting the future of any congregation is not real estate or commimity
enviromnent or age or size or denominational affiliation or social class or
financial resources or ethnicity or local history or traditions or place on the
theological spectrum. The most influential variable is the quahty of the
match between the potential for the fiiture of that congregation and the gifts,
skills, personality, passion, experience, and leadership style of the new
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pastor. (A New Pastor 2)
The Benefit ofCollaborative Strategic Planning
The qualitative data also suggests that members of the taskforce believe that a
strong relationship existed between the work of the taskforce and the overall
improvement in health.
Important contributing factors in this relationship include the fact that the
taskforce was a broad-based group of recognized church leaders who focused their
attention on leading the church into the fliture and regularly communicated with the
congregation. The importance of these qualities was identified in the literature review.
The congregation accepted their leadership, and the sense of a new vision for the future
became widespread. The importance of the visionary aspect ofour process cannot be
overestimated. A vast amount of leadership literature details the power of vision. My
review of the literature on the process of change confirmed that a new vision of a
preferred future is critical for effective change to occur. This smdy demonstrated just
how critical new vision really is.
In addition to vision for the future, that the fact that the leadership renewed their
commitment to historic Brethren in Christ values helped many to see that our future was
not an escape from our past but would be built upon it. The hterature review also
identifies the absolute importance of a congregation's value system in charting its future
direction. I believe it was very significant that we stood firm upon our historic values
and sought to show that both our future vision and the sfrategic changes we were
implementing were developed from them.
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Limitations
While this study was valuable for the Carlisle Brethren in Christ Church, it does
have limitations for its usefiilness to other congregations. Furthermore, I believe this
smdy also highlights some limitations in the NCD model.
Our decision not to follow NCD protocol was based upon om- desire to get the
perspective of a larger group than the thirty selected leaders that NCD prescribes. The
extent to which this skewed results will always be a matter of conjecmre. With the
benefit ofhindsight, we could have removed this conjecture by running two surveys each
time�one following the NCD protocol and the other following our "open" procedure.
This would have provided interesting and helpfiil data. However, the fact remains that
we administered the three NCD surveys consistently throughout this study. This
consistency, combined with the fact that the group ofpeople who attended the meetings
where the test was administered remained constant, means that comparing the three
health profiles with each other does provide an indication of the changes experienced, or
perceived, in the congregation throughout the study period.
Our deviation fi-om protocol does raise a legitimate question against the value of
comparing our results in the first, or indeed, any of the three surveys with other
congregations who have used NCD. A true comparison can only be made when the NCD
survey has been administered in the same way in each situation. NCD is not able to offer
this kind ofguarantee because the test is administered by many different consultants who
may use the tool, as we did, in different ways. They are not able to be certain that the
original testing of the model, on which most of the NCD literature is based, was executed
with uniformity of administration. Furthermore, each year NCD consultants are required
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to submit the data on every church they have scored using NCD. The results of these
churches are then added to the pool of knowledge and information that is available. The
inclusion of this data can only, in my opinion, raise fiirther questions regarding the value
ofNCD as an effective tool for comparing churches. On the other hand, I believe NCD is
a very helpful tool to enable a church to better understand its strengths and weaknesses in
critical areas of church life and to regularly assess changes in these areas.
Another limitation of the NCD model, and consequently of this study, is that it
does not provide churches with the inferential data required to establish clear correlations
between themultiple variables that are evaluated in each quality characteristic. For
example, my literature review shows that in order to evaluate Inspiring Worship Services,
NCD evaluates the feelings ofbeing mspired; the care provided for children; the extent to
which the preaching is life-transforming; how visitor friendly the church is; and if the
music is God-centered and celebrative. However, NCD does not provide any information
on the relative sfrengths and weaknesses of these factors or their contribution to the
overall evaluation ofhealth in the characteristic. The value ofNCD would be
significantly greater if it provided churches with the information to identify more
accurately the specific variables that need work.
Concluding Thoughts
I believe that this project was not only interesting but also helpfiil to the Carlisle
Brethren in Christ Church. I found Natural Church Development to be a valuable model
and a helpful tool. It provides amodel oforganic church life that I believe is biblical and
helps a congregation focus on important issues in the life of any congregation. Its
benefits to us included an assessment tool that had been thoroughly tested and enabled us
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to evaluate ourselves in the context of other Brethren in Christ churches and other
churches worldwide. The fact that we did not use the NCD protocol makes evaluating
the Carlisle congregation according to the NCD research more difficult. The next time
we use NCD, which will probably be in the Fall 2001, we will consider doing two tests at
the same time�one that will strictly follow the NCD protocol and one that will follow
our "open" policy. Comparing the results from the two tests with each other will provide
helpful information related to the possibility of our results being skewed because of the
way the survey was administered. I believe that this project would have been
significantly strengthened ifwe had done this for the three surveys in this smdy.
Although our Revision process is not yet complete, 1 believe it has been one
means of improving health and stimulating growth in the Carlisle congregation. My
prayer is that, as the process continues, we will continue to experience improved health
and growth. Our responsibility is to water and plant the seed of the gospel to the best of
our knowledge and ability and to trust God to give the increase. In this partnership
between God and his people the church of Jesus Christ will certainly prevail.
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APPENDIX A
QUESTIONNAIRE FOR THE PASTOR 1 3.What^ar JiJ y.m hccmc pastor o( .his church7_
It IS imponant that you answer allot the questions by
tilling in the blanks or by marking one of the indicated
boxes. When you come to a question for which none of
the responses match your opinion, please choose the
response that corresponds as closely as possible to your
opinion. Think about your church and how it looks from
your point of view at present.
Date:
1. Church name:
2. Church address:
3. Country:
4. Church phone number.
5. Church fax number
6. Your name:
7. Your age:
8. Your gender
D Male ? Female
9. Your highest level of education:
[ I Theological Studies [Z] Bible School
? Training on the job L I Other
lO.Denomination:
1 1.Number on church membership roll:
Z]
l2.Type of community where church is located:
[ I Rural LH Urban/Metropolitan
I. I Other
I4.AI present, ihc average number of adults attending
church services every week is:
15.At present, the average number of children attending
church services every week is:
16.During the past five years the average adult attendance at
your primary worship service was:
2 years ago1 year ago
3 years ago
5 years ago
n.Have you planted daughter churches?
D Yes n No
4 years ago
18.1f yes, how many?
19.Have you given church members to daughter churches
during the past five years?
? Yes ? No
20.1f yes, what year<s)?
I I This year CZ] Last year
? 2 years ago ? 3 years ago
I I 4 years ago
21.If yes, how many members?
This year I I Last year
2 years ago I I 3 years ago
4 years ago
22.1n our church we have
per week.
church services
23.What is the total number of small groups (home Bible
studies, prayer groups, etc.) in your church? |
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TO WHAT DEGREE IS THE FOLLOWING STATEMENT TRUE?
(For each question, check one answer only.)
24 Our church services allract visitors.
25 I have a wriiten. formulated plan for the next steps of our church growth.
26 Our church has specialized ministries for new believers.
27 I consider it dangerous to worry too much about "feeling comfortable" in the church fellowship.
28 1 am convinced that every word in the Bible is given by God.
29 Conceming my personality, I prefer to act on the spur of the moment without over-planning.
30 I think it is imponant that the church is socially relevant.
31 For us, it is more important that a person attends a small group than the church service.
32 1 enjoy reading books.
33 I enjoy church work.
34 The volunteer lay leaders of our church are trained for their ministries.
35 The leaders of the ministries of our church have frequent meetings (i.e. at least once per month)for discussion.
36 The leaders in all ministry areas are trained for their tasks.
37 I know which individuals in our church have the gift of evangelism.
38 I know about the personal problems of the core lay people.
39 I think it is important that young and old interact in the church as much as possible.
40 The church should actively fight economic misery.
41 The planting of new churches is an imponant goal for us.
42 I personally do not like church statistics very much.
43 I think it is imponant that as many church members as possible are involved in church decisions.
44 When a lay person takes over a task, we give a written description of the task.
45 In our church the tasks are assigned without setting a time limit.
46 Before or after church services, we offer opportunities for fellowship.
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TO WHAT DEGREE IS THE FOLLOWING STATEMENT TRUE?
(for each question, check one answer only.)
47 1 would love to have more tree time.
48 Sometimes we develop special tasks for certain people corresponding to their gifts.
49 When a new person comes into our church services they can stay anonymous if they want to.
50 1 think we Christians radiate too little joy.
51 When churches want to grow, it is absolutely necessary for them to set growth goals.
52 I would rather act intuitively or spontaneously than to make plans.
53 When someone adapts their preaching to the needs of non-Christians they falsify the gospel.
54
9
I regularly read a daily paper.
55 I am sure that God wants our church to grow.
56
0
My work is regularly discussed and assessed by an "outside assistant"
fi.e. church coun.selor. pastor colleague. etc.V
57 In the long term we are concemed that lay people take only those tasks for which diey are gifted.
58 We have leaders for the individual ministries in our church.
59
B
Our church reacts to change with skepticism.
60 In OUT church we consciously promote the reproduction of small groups by dividing them.
61
0
The church leadership supports individual Christians in their evangelistic activities.
62
0
It Is imponant for me to regularly express praise and acknowledgement to the lay people.
63
a
I am disturbed that, in my area of responsibility, people without Jesus Christ are lost for eternity.
64
a
I am the type of person who likes to do it all by myself.
65 The church leaders (elders, deacons, board, etc.) actively suppon evangelism and building upthe church fellowship
66 The leaders of small groups or ministries each have apprentice leaders.
67 We set great importance on integrating newly converted people into evangelistic work.
68 I feel that church work is a burden.
69 The maintenance of relationships with individual church members is more Imponant for me thanplanning or organizing activities.
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7(1. How many rnond.ship do you maintain with people
in.sidc the whurch?
r~l None
? l-2
? 3-5
r~i 6- 10
? 1,-15
? 16- 20
? 21 -30
? More than 30
71.How many friendship do you maintain with people
outside the church?
r~l None
? 1-2
? 3-5
n 6 - 10
? 1.-15
? 16 - 20
? 21-30
? More than 30
72.H0W long have you been a Christian?
? Less than 1 year li I 11 to 20 years
1 to 2 years Is I 21 to 30 years
3 to 5 yean Is I Longer than 30 years
? 6 to 10 years li I No indication
possible
73.The music style of our church can be described as
follows: (check all that ^ply)
? Modem
Traditional
With organ
Without instruments
With percussion instruments
Worship songs
L I Songs with an evangelistic message
? Spontaneous
? Plaiuied
74.0ur church has publicly announced a goal for the
number of congregational members (or worship
anenders) we would like to have by a given date.
? ves
O No
75 ,My leadership style can be described best a.s:
(chock all ihal apply)
L I Authoritarian
\. I Partnership
I I Democratic
I. I Task-oriented
I. I People-oriented
[ I Goal-oriented
I I Serving
?1 Relationship-oriented
76.Which of the following slogans would describe you
best? (check all that apply)
[ I Evangelical ? Charismatic
[ I Fundamentalist ? "Third Wave"
[ I Liberal ? Politically engaged
[ I Liturgical ? Other
I. I Pentecostal
77.Which of the following would you identify as your
spirimal gifts? (check all that apply)
[ I Leadership ?! Pastoral service
? Faith O Teaching
[ I Counseling ? Evangelism
I I Organization
78.What percent of your congregation use their gifts for
building up the church?
[ I Less than 10 percent
[ I 10 to 25 percent
[ I 26 to 40 percent
L I 50 percent
? 60 to 80 percent
[ I More than 80 percent
79.What percent of your congregation is integrated into
small groups?
[ I Less than 10 percent
? 10 to 25 percent
[ I 26 to 50 percent
[ I 51 to 75 percent
[ I More than 75 percent
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APPENDIX B
QUESTIONNAIRE FOR LAY PEOPLE
This questionnaire will help us discover the strengths
and weaknesses in our church. It is innportant that you
answer all of the questions by filling in the blanks or by
marking one of the indicated boxes. When you come to
a question in which none of the responses match your
opinion, please choose the response that corresponds
as closely as possible to your opinion. Think about our
church and how it looks from your point of view at present.
The questionnaires are evaluated anonymously. Your
answers will be treated absolutely confidentially. Do not
write your name on the questionnaire. Please return the
completed questionnaire to the person from whom you
received it. Thank you very much for your cooperation.
1. How much time do you spend per week (excluding
church meetings) with friends from church?
Less than 1 hour k I 3 to 5 hours
I to 2 hours li I More than 5 hours
? 2 to 3 hours
5. How many friendships do you have with other church
members?
!�� I None
n 1 to2
n 3 to5
HH 6 to 10
6. Your gender?
n Male
n 1 1 to 20
n 21 to 30
[ZH More than 30
?
Female
7. How long have you been a Christian?
? uss than 1 year ? II to 20 years
n 1 to 2 years 021 to 30 years
? stoSyears ? More than 30 years
[ZH 6 to 10 years ZZI No indication
possible
2. How often have you been invited by church members
(not relatives) for dirmer or coffee during the past two
months?
? Not at all
[ I 1 time
? 2 to 3 times
Il I 4 to 5 times
I I More than 5 tunes
8. How many friendships do you have with non-Christians?
DNone On to 20
Dlto2 O 21 to 30
03to5 O More than 30
D 6 to 10
3. How often have you invited church members (not rela
tives) for dinner or coffee during the past two months?
Not at all I2 I 4 to 5 times
n 1 time D More than 5 times
? 2 to 3 times
4. Approximately what percentage of your gross income do
you give in tithes and offerings for church support, mis
sions, etc.?
? Less than 1 %
CHI 1-4%
About 5%
O 6-9%
D 10%
O More than 10%
9. Has your church sent out one or more missionaries into
another culture?
? Yes D No
lO.Approximately how much time do you spend in prayer
each day?
O Less than 10 minutes O 46 to 60 minutes
i I 10 to 20 minutes O 61 to 90 minutes
[ I 21 to 30 minutes O 91 to 120 minutes
[ I 31 to 45 minutes O More than 120
minutes
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TO WHAT DEGREE IS THE FOLLOWING STATEMENT TRUE? . . .
(For each question, check one answer only.)
/i/s/i/t
11 The leaders of our church (pastor, elders, etc.) have an inspiring optimism.
12 I know my spiritual gifts.
13 1 know that other church members pray for me regularly.
14 I am fully informed about our church plan for church growth.
15 Attending the worship service is an inspiring e.xperience for me.
16 I am a member of a group in my church where it is possible to talk about personal problems.
17
0
1 know that programs exist in our church which are particularly applicable to non-Christians.
18
0
I find it easy to tell other Christians about my feelings.
19 My opinion is often asked for in my church.
20
0
Our church service appeals primarily to non-Christians.
21
0
I would call myself a happy and contented person.
22
9
The leaders of our church prefer to do the work themselves rather than delegate it
23
9
I enjoy the tasks I do in the church fellowship.
24 I enjoy reading die Bible on my own.
25 1 know which goals our church will pursue in the coming years.
26 I enjoy listening to die sermons in die worship service.
27 I am a member of a group in my church in which others will pray with me and for me if needed.
28
0
New Christians find friends in our church quickly.
29 In our church it is possible to talk with other people about feelings and problems.
30
0
I enjoy my life (profession, family, spare time, etc.).
31
a
I consider it to be dangerous lo plan and organize spiritual things.
32 The leaders of our church concentrate on die tasks for which they are gifted.
33
a
1 feel that my church supports me in my ministry.
34 1 experience the transforming influences faith has in the different areas ofmy life(i.e. profession, family, spare time, etc).
35 Il is my impression that ihe structure of our church hinders church life rather ih.m promotes it.
36 1 feel that the worship service has a positive influence on me.
37 1 am a member of a group in our church in which we talk about spiritual i.ssues.
38 It is my impression that Ihe evangelistic activities in our church lack imagination.
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TO WHAT DEGREE IS THE FOLLOWING STATEMENT TRUE?
(For each question, checl< one answer only.)
39 There is a lot ol' joy and laughler in our church.
40 I have many reasons to be happy.
41 Our paslor looks for help from lay people to complement those areas in which he is not gifted.
42 It is my experience that God obviously uses my work for building the church.
43
0
1 am enthusiastic about my church.
44
a
The activities of our church are characterized by successful planning and organization.
45 1 feel that the sermon in the worship service speaks to my life needs.
46 I am a member of a small group in which I feel at home.
47 When new people come to church events, we approach them openly and lovingly.
48 The atmosphere of our church is strongly influenced by praise and compliments.
49 The leaders of our church prefer to evade conflicts.
50 The tasks I perform in my church are in accordance with my gifts.
51
0
The Word of God is the most important authority in the decisions of my everyday life.
52 \n our church we often try new diings.
53 In my small group we spend lots of time with things which are irrelevant to me.
54 In our church die subject of evangelism is discussed at all possible opportunities.
55 When someone in our church does a good job I tell them.
56
0
Our pastor has too much work to do.
57 1 feel my task in the church is a great challenge.
58
0
Our pastor is a spiritual example to me.
59 Very often. 1 have reason to thank God for His work in my life.
60
9
I could write down the organizational structure in my church.
61
0
The music in the church services helps me worship God.
62 Optimal care is given to our children during church services.
63 In my small group we show trust towards one another.
64 I enjoy bringing my friends, colleagues, or relatives (who do not yet know Jesus) to church.
65
9
When someone in our church has a different opinion from me, 1 prefer to be silent rather than
to ondanizcr peace.
66 Our pastor gives a lot of church members the opportunity to help in organizing ;md conductingthe church service.
67 1 know \khai \aluc my ininlsiry has in the loial work of the church.
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TO WHAT DEGREE IS THE FOLLOWING STATEMENT TRUE?
(For each question, check one answer only.)
68 1 tlrmly believe that God will act even more powerfully in our church in the coming years.
69 The lay people of our church are trained frequendy.
70 I'm often bored in the worship service.
71 I can be as active as I like in my small group.
72
0
1 pray for my friends, colleagues and relatives who do not yet know Jesus Christ, that they will
come to faith.
73 I attentively observe world events through the media.
74 Our pastor seems to feel at home in our church.
75 I often tell odier Christians when I have experienced something from God.
76 I consider our church to be traditional.
77 I don't diink people should clap in church services.
78 In our church there is a leader for each minisuy.
79
0
My most important motive for attending die church service is a sense of duty.
80 In die groups I belong to it is easy for newcomers to be integrated.
81 It is hard for me to sum up in a few phrases what faith means for me.
82 Our church does something about hunger in the world.
83 People in our church are highly modvated to do church work.
84
0
Times of prayer are an inspiring experience for me.
85 When a church member is obviously in die wrong, (moral misconduct,
willful disobedience, etc.)
this is corrected with love, but firmly.
86 Despite my church activities. I still have sufficient time for my hobbies.
87
0
I enjoy bringing visitors to our church services.
88 It is the declared goal of our small groups to reproduce themselves by cell division.
89 The various ministries of our church are helpful for my particular needs.
90 In our worship services new faces are a rarity.
91 I try to deepen my relationships with people who do not yet know Jesus Christ.
Robinson 149
WORKS CITED
Adams, Linda. "Evaluating the Health ofNew Hope Free Methodist Church, Rochester,
New York, through Eight Quality Characteristics." Diss. Asbury
Theological Seminary, May 1999.
Anderson, Leith. A Church for the 21 st Centary. Minneapohs: Bethany House, 1992.
- - -
. "How to Win at Parish Poker." Leadership Winter 1986: 45-48.
Anderson, Lynn. "Why I've Stayed." Leadership Summer 1986: 76-83.
Am, Win. The Pastor's Manual for Effective Ministry. Pasadena: Church Growth, 1979.
Barker, Joel Arthur. Discovering the Future. Bumsville, MN: Infinity Lunited, 1989.
Bama, George. Successfiil Churches. Glendale, CA: Regal Books, 1993.
. User Friendly Churches. Glendale, CA: Regal Books, 1991.
Bennis, Warren, and Burt Nanus. Leaders: The Strategies for Taking Charge.
New York: Harper & Row, 1985.
Bilezikian, Gilbert. Christianity 101. Grand Rapids: Zondervan, 1993.
Brensinger, Terry. "The Understanding ofMinistry in the Old Testament." Sider 3-16.
Callahan, Kennon L. Twelve Keys to an Effective Church. San Francisco: Harper &
Row, 1983.
dayman C, and Todd, S., Family Medical Guide NY: Random House, 1994.
Crandall, Ron. Tumaround Strategies for the Small Church. Nashville: Abingdon,
1995.
Ellas, John, and Flavil Yeakley. "Natural Church Development." Joxunal of the American
Society for Church Growth Fall 1999: 89-90.
Frazee, Randy. The Comeback Congregation. Nashville: Abingdon, 1995.
Galloway, Dale. The Small Group Book. Grand Rapids: Fleming H. Revell, 1995.
George, Carl. How to Break Growth Barriers. Grand Rapids: Baker, 1993.
Robinson 150
George, Carl, and Robert Logan. Leading and Managing Your Church. Tarrytown, NY:
Fleming H. Revell, 1987.
Goodstein, Leonard, Timothy Nolan, and J. William Pfeiffer. Applied Strategic Planning:
How to Develop a Plan That Really Works. New York: McGraw-Hill, 1993.
Grusky, Oscar. "Administrative Succession in Formal Organizations." Social Forces,
December 1960: 105-115.
Herrington, Jim, and Mike Bonem. Leading Your Church through Change.
Handout notes given at the Pmpose Driven Church Seminar. Orange County, CA.
July 1998.
Hunter, George G. Church for the Unchvuched. Nashville: Abingdon, 1996.
Kotter, John. Leading Change. Boston: Harvard, 1996.
Logan, Robert E., and Thomas T. Clegg. Releasmg Your Church's Potential.
Carol Stream, IL: ChurchSmart Resources, 1998.
Macchia, Stephen, A. Becoming a Healthy Church. Grand Rapids: Baker Books, 1999.
Malphius, Aubrey. Developing a Vision for Ministry in the 21st Century. Grand Rapids:
Baker Books, 1992.
. Pouring New Wine into Old Wineskins. Grand Rapids: Baker Books,
1993.
McDermond, J. E. "The Understanding ofMinistry in the New Testament." Sider 17-36.
Perkms, John. "We'll All Be Replaced Someday." Leadership Fall 1987: 72-77.
Perry, Lloyd M., and Edward J. Lias, A Manual ofPastoral Problems and Procedures.
Grand Rapids: Baker, 1962.
Pierce, Mitchell C. "Developing Structures for Health and Growth for Northgate
Free Methodist Church in Batavia, New York." Diss. Asbury Theological
Semmary, 1998.
Reeves, Daniel. Life Systems. Santa Maria, CA: ReevesAUen, 1995.
Schalk, Christopher A. Organizational Diagnosis of Churches: The Statistical
Development of the "natural Church Development" Survey and its Relation to
Organizational Psvchologv. Wurzburg, Germany: Instimte for Natmal Church
Development, 1999.
Robinson 1 5 1
Schaller, Lyle. The Change Agent. Nashville: Abingdon, 1977.
. Create Your Own Future. Nashville: Abingdon, 1991.
. "A New Pastor for a New Century." Parish Paper. Lubbock,
TX: January 2001: 1-2.
Survival Tactics in the Parish. Nashville, TN: Abingdon, 1977.
Schwarz, Christian A. Natural Church Development. Carol Stream, IL: ChurchSmart
Resources, 1996.
�
. Paradigm Shift in the Church. Carol Stream, IL: ChurchSmart
Resources, 1999.
Schwarz, Christian A., and Christoph Schalk. Nafaral Church Development: A Guide to
Implementation. Carol Stream, IL: ChurchSmart Resources, 1998.
Senge, Peter. The Fifth Discipline: The Art and Practice of the Leaming Organization.
New York: Doubleday, 1990.
Seymour, Robert, Jr. "Continuity in the Pastorate." Christian Ministry Nov/Dec,
1991: 21-22.
Sider, E. Morris. We Have This Ministry. Nappanee, IN: Evangel, 1991.
Snyder, Howard A. Radical Renewal: The Problem ofWineskins Today. Houston:
Touch Publications, 1996.
Spader, Dann, and Gary Mayes. Growmg a Healthy Church. Chicago: Moody,
1991.
Wagner. C. Peter. Leadmg Your Church to Growth. Venhnra, CA: Regal Books, 1984.
Warren, Rick. The Purpose Driven Church. Grand Rapids: Zondervan, 1995.
Weming, Waldo J. 12 Pillars of a Healthy Church. Lima, OH: Fairway P, 1999.
Wetzler, David. "A Response to John Ellas and Flavil Yeakley." Journal of the American
Society for Church Growth Fall 1999: 83-87.
 
 
